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CHAPTER X 
INTRODUCTION TO THE STURY OF svOOESTTON sYsTexs— 


Suggestion eyetess are not new, They heave oxleted as such 
since 1380 when the Willies Denny Shipbutlding Co, of Dumbarton, 
Seotland, inaugurated the firat formal progres, The National Cagh 
Register Co, established a similor system in thie country in 1994, 
Four years later the “aetman Kodak Go, and the Bausch and Lomb Ope 
tical Co, followed suit in launching suggestion programs, In the 
ensuing yours before the recent wer many systems vero started, 
flourished for a while, ent then died, The reagone for this, secord~ 
ing to one suggestion plan authority were as POT 

3. Supervisory reciatance and indifference on the part of 

manaoment, | 

2, Lack of Inowliow «= proceeding on a bit or mise beetle 

rather than esteblishing a sound policy before installing 
the program. , 

3. Inadequate revards for adopted ideas, 7 

4e Carelesaneas and untue delay in handling sugrestions, 

G, Leck of an oducational program to teach omployeas how to 

sutmit quality suggestions, 

The Suggestion Plan really came into ite own during World War IT. 
Of the 1561 auch syatens in operation in the United States one year 
after the Searl Sarber attack 1400 hed aprung into being during the 
first twelve months of the var, &, GC. niaten hea anid of its 

l. Dent, F, Acpidy @ Gumgostion Signs, American “anazement Produetion 
Series a page Je 


Rocruninnees 
2. Bilton, Re ey “Cash Profite in Sugeeation Plans", Yerron' a, 


"When a new development im business, nurtured and expand- 
ed during the war, proves its worth by saving millions 
of dollars a year, shortens the war, and at the same 
time induces added cooperation and understanding between 
labor and management, then that new development is here 


to stay} 

Such is the record of the Employee Suggestion Plan idea 
now in use in hundreds of businesses and government agen= 
cies throughout the country. It represents one of the 
biggest boons to American industry to arise out of this 
war, and its part in assisting the U.S. to compete suce 
cessfully in the post war competitive markets without 
lowering present standards of living cannot be under esti- 
nated,” 


More recent progress of the Suggestion Plan is reported 
in The New York Times, As late as March 3, 1946, it commented as 
follows: 

"Many business organizations throughout the nation which 
failed to install scientific employee suggestion systems 
during the war have been so impressed by their wartime 
performance, both in effecting savings in production 
costs and improving industrial relations, that widespread 
adoption of such systems has been effected since VeJ day 
with an inereasing number of concerns now engaged in sete 
ting them up." 

The Navy inaugurated a plan for its civilian employees in 
1918. It is administered by the Office of Industrial Relations in 
the Navy Department, The authorization for the Secretary of the Navy 
to pay cash awards is incorporated in Public Law 600, 79th, Congress, 
and by Executive Order 9817 of 31 December, 1946. These legal docu- 
ments outline the rules for uniform award payments for civilian 
employees of al] the government departments, A definite limit is 
placed on the total award payments that can be made annually for all 
departments except the Army and Navy. 

A National Association of Suggestion Systems was established 
in the summer of 1942 by a group of executives who realized a definite 
need for such an agency, Its headquarters are in Chicago. Its member- 


ship includes some of the nation's largest corporations with a long 


il +gipser, Alfred R. Jr., "Suggestion System Wins Wide Adoption. (New York 


Times, March 6, 1540, fp: or. 


histery of euceessful eugeestion system operation, The Association 
conducts periodic surveys on various aspects of the suggestion plan, 
It holds national con*erences each year and regional conferences at 
regular intervals, Thore is sn exeeptionslly free exchange of ideas 
among the members of the Association, especially at their poriodie 
eonferences, They publish a colorful quarterly mageszine of the 
proceedings of each of these meetings, The Mayy Department maintains 
s menberghip in the Aaseciation through ite Office of Industrial fen 
iations, Navy representatives attend the periodic meetings, In this 
way the Yevy's representatives keep in close toneh with the Suggestion 
Plan administrators in the various industries, | 

The National Agsociation of Sugzestion Systems, which will free 
quently be abbreviated SASS in the ensuing pages, provides ite members 
with statistical results of ite various surveys, In thie manner the 
Office of Industrial “elations can compare the Navy's program with 
those of various industries, There has never been, however, to the 
writer's knowledge an evaluation of the Navy's Sencficial Suggestion 
Program since its inception, This report will atteapt to compare the 
effectivencss of the Navy's Beneficial Suggestion Program with those 


of a representative number of prominent esmpanies throughout the coumtry 


operating sucesseful aystems, 
The Heavy does not have a similar program with cash awards for 
ite personel in uniform, This will be discussed in detail later 


in this report, 


CHAPTER II 
DETERMINING CRITERIA FOR COMPARING SUGGESTION SYSTEMS 


The problem of how best to evaluate the lavy's sugeéstion 
progren evolved itself into finding the solution to two seperate 
questions, Theme are: 

1, “het are the oriteria by whieh « cond surgestion prorran 

may be maagurad? 

2e Saving determined what thees criteria shell be, how does the 

Navy's progran measure up to a croup of the nation's nator 
corporations and companies with ea long history of successful 
sugeaetion aystes operation? 

The eriteria established by “ost of the Suggestion Plen authore 
ities agree in principle fairly closely. The proponents of certain 
polielea for Suggestion Plan administration are injected into their 

“‘wuste" for a sucessful erstem, The insistence on enonymity of the 
suggeater ia one auch instenee, H, C, Marmaduke, who manages the 
Repleyees' Suggestion System for the Illinois Central Railroad heads 
his list of six such requisites with thet provision, “e contends the 
following are necessary te operste a plan suceesefuliys) 

1, Anonymity of emploree up to the time of the avard, 

V #@» Active enthusiartic backing of saneyement, 

V3 Generous avards, 

Ve Pulletine supervision. 

/ 3e Uigeost fairness and thoroughness in the consideration of ideas, 

6, Comanyewide faith in the plen combined with a willingness 

on the part of a1] actively engaged in ite direction to vork 
hard and to really want to put over the enterprise, 

Another authority, Set] M, Clark, in an article entitled*’Why 
Suggestion Systeme Pail" liste three basic requisites for a suceesaful 


employee suggestion plen as follows: 


Marmaduke, H, C,,"Suggestion System Turns up Thousands of *fficiency 
Ideas for Illinois Central", Sales Manacement, Mareh 1, 1°43, 


Ve 5255, page 25, 


1, The open-mindedness of management, and the serious 
desire for the ideas of employees. 
. The willingness to consider thoroughly the ideas that 
are offered, no matter whether they seem good or bad 
at first glance; and the intention in any case to let 
the employee know the decision and the reason for it, 

3, The desire to reward fairly the man who makes the sug- 
gestion if.it has any value, 1 


The management of the Eastman Kodak Co, feels that four things 
are most essential to success of the suggestion system, ~ These ares 


1, The hearty cooperation of the executive force which 
has its effect on all supervision, 
2. A square deal to eaeh and every suggester, 
3, Liberal and prompt awards on ali approved suggestions, 
4. A full explanation of the reasons behind each rejection. 


Still another writer with long experience in Suggestion Plan 
operation with United Air Lines and Remington Rand, F. A. Denz, en- 
phasizes five major requisites for operation of a successful Suggestion 


Plan. These sre as follows:” 


1. Complete cooperation of top management, 

2 Gomplete cooperation on the part of all supervision. 

3. Facilities to put the plan into operation and to 
maintain it efficiently. 

4. The know-how in operation, or the determination and 
mastering of the many details which make up the sucg- 
essful whole in employee suggestion plan administration. 

5. The appointment of a suggestion=-plan administrator who 
thoroughly understands the philogophy of suggestion 
plans, who has the courage of his convictions and the 
confidence of management, 


Another administrator of the Suggestion Plan in one of our major 
manufacturing corporations, J. M, Jerps, says of its program, “ "Much 
of the effectiveness of the General Motors plan is due to its simplicity , 
completeness of details and the "push" applied to keep enthusiasm at 


a high pitch", 


1., Clark, Neil-M,,;"Why Suggestion Systems Fail" Systems Magazine, 
September ei eae a pp.404-407, 
Na : nis ference Board, Personnel Series No. 43, p. 46 
» page 16 


ea 
4 


5 se Denz, = F uhs 3 a 
he va J i "Thought Suggesters Boost Flow of Suggestions", Factory 


wement, July 1944, v.102;7, page 92 


The necessity for giving the necessary "push" to the program 
was again emphasized in an article in Business Week, stating that 
"in the past 95% of the sugeestion systems were either still-born 
or died within the first year -— mostly for lack of consistent and 
powerful plugging" .1 

By far the most complete and comprehensive list of essentials 
for successful operation of a suggestion plan which the writer has 
encountered is from the National Industrial Conference Board Personnel 
Series 43 "Employee Suggestion Svatens —~ Formal Plan for Compensating 


Employees for Constructive Ideas", These requisites are as follows: 


"1, Recoghize in some measure the suggestions of supervisors. 
2, Investigate each suggestion thoroughly, 
3. Be sure that decisions of the Sugeestion Committee are 
absolutely impartial, 
4. Pay fair awards and err on the side of liberality in case 
of doubt. 
5. Publicize problems on which management is thinking and ask 
for ideas on these problems, 
6, Insist on fairness and a square deal to every suggester, 
7,Hliminate unnecessary delays in answering suggestions and 
making decisions. 
8, Explain to employees how awards are determined, 
9. Follow up adopted suggestions to make sure they are actually 
put into effect. 
10, Conduct a continuous advertising program that keeps the 
Suggestion System constantly before the employees. 
11. Secure the active interest of the ehief executive, 
12. Get the whole hearted cooperation of the entire supervisory 
force. 
13, Select a person of broad experience, recognized ability and 
fairness to head the suggestion administration, 
14. Pattern the suggestion system to the individual organization, "2 


L. Business Week, December 19, 1942, v-3694, page 82, 
» Personnel Series No. 43, p12, 


CHAPTER III 


REVIEW OF THE LITERATURE AND IMPORTANT PREVIOUS STUDIES 


The literature that specifically concerns the Suggestion Plan 
is confined, for the most part, to articles in magazines and trade 
journals, There have been but three books actually written on the 
subject so far as the writer can ascertain, Textbooks on personnel 
administration usually devote a few paragraphs to the Suggestion 
Plan, Oceasionally one has devoted an entire chapter. The American 
Management Association is more generous and two of its Production 
Series (Nos, 142 and 165) are devoted entirely to Suggestion Plans. 
The NASS Quarterly is a fruitful source for information on the mane 
ner in which suggestion systems of various companies are administered, 
Also the National Industrial Conference Board conducts occasional 
extensive surveys and reports them in its Personnel Series, The 
latest of these, No. 43, covered the suggestion plans of twenty-three 
companies. 

These studies, and the periodie ones which the National Asso~ 
ciation of Suggestion “ystems conducts, are the only importent ones 
the writer has discovered. The Farrel-Birmingham Co, of Ansonia, 
Connecticut, did make one on a much smaller seale than those of the 
National Industrial Yonference Board and the National Association 
of Suggestion Systems. The results of this survey were reported in 
Factory and Management, May 1945.7 The conelusions reached in this 


particular survey were as follows: 


: gt en A “Wes th oa of Suggestion Award Practices", Factory 
ohelets : nd Me 4 ene 29 v.10335, May 1945, pp. 110-112, 


“Companies that want to improve the effectiveness of their 
5 gpm ingeo shovld stimuliste. soplaree: portiote 
iS VO SECO. Te Ore oi ig ectionn » Ale 
omer arog the formvlas used by companies in ealevieting the 
anownt of the avard to be granted differ ev>stantially, 
there are rolationshion between the award practices of 
companies end the effectiveness of their exnloyee sugrestion 
plane, The major reletionghios aret 


1. The grenting of low minimum avards, sometimes called 
toker awards euch er sows comcnenies offer for safety 
suggestions, tend to increase the tote) number of 
suggestions received, 

.2e The granting of even en seeaaional high award also 
tende to inereare the number of sugrestions received, 

3. Ag the number of suggestions recelved increasor the 
seceptencs rate tends to inerenge, (Pert of the ine 
crease in the aceeptanece rate may be attrituted to the 
erentine of token minterm averde,) 

4e Am the mum>er of suggestions received tnersasas the 
average ewerd tends to decline, (Part of the decline 
mey be eattriiated to the granting of token awards 
by companfes receiving # larce number of sugcestiona,) 


CHAPTER IV 


DEVISING, ADMINISTERING AND RECORDING RESULTS FROM 
QUESTIONNAIRE 
The questionnaire was constructed with two objectives in 
view. The first was to bring out a number of the salient points on 
which there is general agreement as to their necessity in a successful 
suggestion program, The returns were expected to show the concensus 
of policies of a representative group of companies for purposes of 
comparison with the Navy's policies. The second was to ask specific 
questions in certain areas wherein it appeared to the writer the Nevy's 
program might be definitely superior or possibly inferior, One group 
of questions for instance dealt with the matter of making the suggester 
feel his importance to the company. The Navy provides its various 
activities with certain suggested media of proven value for accom- 
plishing this particular job, A specific question in this area cone 
cerned the particular company official which presents the award. This 
whole topic will be developed in the diseussion of the various areas 
of questions, It, like many others, was included to investigate the 
various techniques used by the different companies for accomplishing 
this important function. Worthwhile ideas reported in the questionnaire 
or encountered in the literature reviewed will be mentioned at times 
in the discussion of the various questions, They may be of possible 
value to Navy Department personnel responsible for administration of 
the Navy's suggestion program, 
The questionnaire was sent to fifty-one companies that were 
known to have suggestion plans tk ddeiains The approximate length 


of time the Suggestion System had been in operation was known in the 


ease of many of the companies surveyed, It was considered that the 


policies for those companies with a lony record of succesful 
suggeation plan operation would be the logical ones to examine In 
establishing standards for operating a suggestion plan, The polictes 
of many e@ ch companies will be stregsed in the discusston following 
gertain questions, 

_& few of the companies contacted, although old established cone 
cerns, reported that their sugvestion plan had been In effect only 
a short time. Jt was interesting to note the similarity in policies 
within 4ifferent tndustries, The suggestion plans of the three adr 
transportation companies surveyed closely paralleled each other, One 
mafor avtozobile manufacturer that hee had a suggestion plan « com 
paratively short time hes patterned ite plan to practically emilete 
thet of ites chief rival in the automotive industry, 

A statenont vas made at the top of the Mirst pege of questions 
to the effect that th» infornetion desired was for the latest l2ementh 
period on which the company het complete information, Thi vag pare 
ticularly esplicable to the quastion concerning the number of employees 
in the company, the number of eugrestions received, the percentage of 
suggestions adopted, ete, One carpany geve the totel masher of mug 
geations for the pest six years 3; another for the past nine years, 
Othere ceve 1i for a three or four month neried, Ouch returne were 
not counted In seoring that pertiqnlar question, No mechanical 
equipment was used in arriving ot totals, Guestions were seorsd separafly 
hy tallying «movers. 

Returns from the questionnaire vere considered quite good, OF 
the 51 companies contacted, replies were received from 41 of then, 

Qne of these outlined the new syste: that het just been inaugurated 
in the company, This will be mentioned later in the d{seussion of 


the variour plans, Another large company with many subsidiary plants 


wrote that it did not coordinate the performance of the Suggestion 
Plans of its separate plants. Such a statement is a bit difficult 
to believe in one of the country's major enterprises, 

The return of 41 questionnaires in 51 is slightly greater than 
80%. Some of the companies sent detailed copies of their complete 
plan, Other explained some of their policies in covering letters, 
Many included copies of the suggestion plan booklet that is given 
to all of its workers, Five of them requested copies of this finished 
report. 

The types of businesses in which the 41 companies covered in 
the survey are engaged are listed as follows: 

TYPE OF BUSINESS NO. OF COMPANIES 


Air Transportation 

Manufacturing Chemists 

Automobile Manufacturers 

Cellulose Acetate Products 

Chemical and Photo Supplies 
Communication Equipment Manufacturers 
Railway System 

Die Casting 

Electrical Equipment Manufacturers 
Electro-medical ani X-ray Equipment Manufacturers 
Food Manufacturers 

Manufacturers of Foundry Tquinment 
Manufacturers of Heavy Machinery 
Illumination Equipment Manufacturers 
Meat Packers 

Newspaper and Radio 

Optical Equipment Manufacturers 
Office Equipment 

Petroleum Products 

Photographic Material Manufacturers 
Rubber products 

Steel Manufacturers 

Steel Plate Fabrication 

Storage battery Manufacturers 

Roller bearing Manufacturers 

Valves and plumbing equipment manufacturers 


KEM DONDE DEEP HEE Ee DPYPiEY DWP Pn 
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CHAPTER V 


ABALTSIS OF RESULTS 


In comparing the Favy'e suggestion program with those of the 
companies surveyed it wae d4éalred to bring out the lstters' policies 
on certain aspects of their ayatene through inquiries in the question= 
naire. Sowe of the factors on which there is fairly general acreee 
ment in the list of fourteen selectad raqui¢ites, euch as the nec~ 
essity for the backing of top management, were not covered in the 
questionnaire, Theae will be mentioned in the discussion, however, 
with aupporting statemants of opinions and polieies by recognised 
Suggestion Syste: aduinistrators, Yevy Department Suggestion System 
rulea, etc, for other orlteria where there vee likelihbosé of divergent 
policies several questions were asked to try to cot a representative 
concensus of opinion b which te cuage the Navy's polfey on @ pare 
ticular oritertion, 

In enelysing the reevlta of the questionnaire survey the requisites 
for the eucesssiy] operation of » suggestion svetem wil) be indicated 
by Rowen mumerals’ om? will be underlined, The digenseton# of the 
various questions covering each of these necessary requisites will 
be numbered consecutively using trabic numerals, The question, with 
ite corresponding number, as it appeared in the questionnaire will be 
stated and wil! be single-spaced te make identification easier, Guate 
tions vere crouped consee tively to facilitate answers in sone parte 
o” the quentionnaire; otherwise they were intersrersed at random with 
no particuler pattern, “here two or three closely related questions 
oceur consecutively thay will be discussed together. 


13 


I,. The first of the cMteria by which the eomparigen ts to be 


accomolished ie as follows: "2 


of _sunervisors." 
The Mevy'e suggestion progran te for supervisér en? non-emere 


e2.ghy 


visor slike, Tte policy in thts regard is stated as follower: 

"The (‘avy) Department attaches great immoertance to the srebrfasion 
of constructive beneficial suggestions by efvilten omployees, 
both surervisery an? nonesupervisory, an4 looks te each aetivity 
to institute and contuet 2 suggestion program an on integral 
part of the Navy's tnéeustrial reletione proeram,* 

One of the Navy's ectivitier, the Puget Sound Waval Shipyard 
at Peremerton, Feehtncton, reiterates thie pelicy fn ite engrestion 
svetem booklet for ita efvilion employeer in atetings? 

"Yee, the EPCNTPICIAL SU GORSTIO® program fs open to allefrom 
the master of the shop to the novice «- from the senfor IVb 
supervisor (white eoller't werker vhose meximam eflery can 
be €10,000.00 por year) to the CPC] (lowest salaried eleriesl 
worker)", 

Of the thres Jevele of personnel in ony orgentisation — top 
management, supervisors, and workers = it ia « fairly mmftversal rule 
anong companies operating suggestion systema that the ton exeentives, 
ineluding enetory menerere end sumerintendents, are not elirtble te 
receive sugcrertion avards, Ther sre exmected to develon new ideas 
along sny line within the renge of the company's bueiness, Many of 
these share in the very cenerovse bonuses peid asch year from the 
company profits, 

it in to the workers thet manaqerent locke for the creat tulk 
of ite sugeestions, including ideas that have te do with their am 
reguler, datly work, In the supervisory hierarchy between these two 


extremes hovever, there is no universal agreemtnt, “his group ineludes 


3. € eal 


a: » Instruction 25, May 19, 1948, 
2» cucecetion Svalem, 


Puget sound Navel Shipyard, “remerton, Washington, 
PER Je 


ae Shae Wek RS hak Soe 


hw te aed | 
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such workers as tine end motion study analyste, draftenen, inspectors, 
quality contre] and production men, foremen and seaistant foremen, 
engineers, tc. 

The managers of a suggestion syste: woieh hed, like many other 


companies, arbitrarily excluded al) such euployees frén thelr program, 


had this to eay after operating under the restrictad programs 


“We oxelwled foremen, sesistant foramen, time study, tool 
suginearing, and trouble shooting employees from receiving 
sugvestion awards, We felt that these mon hed en advantage 
over other cmployees because they ware able to move freely 
about the many buildings, jut when we stopped saying them 
Gash awards, they ciepped sending in suggestions, Nor did 
4t appoar that now ideas ware floving through other channela 
than the Suggestions Jystes and being put inte operation with 
the regularity that wae formerly the case, After meh diseussion 
we dacided that our primery curporse in setiing wo this system 
waa to gecure good ideas fran these peorle ant thet they 
should be padd awarvie basal on whether or not their suggestions 
cage within their line of duty. If ther did not, en awerd vas 
pedd, As & result of thie action both the quelity and eventity 
of the suggestions bas radically improved," 


My, Herman Selinverth vho has had ouch experience in administering the 


suggestion orogran for the vast meat packing enterprise «f Gwhift 4 Co, 
gehoss this same opinion in stating that: 


*Sveryone on the pay roll should be eligibie to submit auggestions 
regerdiesas of rank or position, If the promotional aspects 

of the sugrestion plan are any good at all {n stinulatidg the 
construetive thinkiny of nensupervisory employees, than cere 
tainly there will be the aase aetisuletion amongst pet 
pergonnel, it ie true that it should not be necessary for 
supervieors to subait their sug setions through the mggestion 
nlen baemuse they heve oteer channele for submitting their 

idean for improvement. Gu the other hand, experience in numerous 
instelletiona bas proved conclusively thet mare ideas are 
received from managenent employees if they ore yermitted te 
utilise the suggestion plen when they desire," 2 


in enever to the question. 
lois 2 company exceutive who maker « crett moncyeaering on tion 


rewarded in the sane manner ea any other comany eoploves? If 
not, what sort of racogition ie he given? 


Ze Selnworth, Ferman Wes $e ET a8 ren Lurcestion “Jang (MoGrawe 
W413 Book Cae, Tne., New York, Tae 9 Page ae 


7486 


only four ef the lortyeone companios that ansvered the quartion 
stated the executive would be eligitie for an averd, The other 
thirty-seven companies stated that he would not, Six of the latter 
group eaid that he would be congidered for promotion and a salary 
increneo, Tour others {ddieated he would be considered for « 
salary increase without specifying conalderation for promotion, 
Mdght eompenies stated a letter of ayprectatéion would be adtrosgad 
te him from an appropriate top manageront officiel, One company 
tadd it would pay 2/3 of the ucual amout of the award {f the idea 
does not partain to his ow work. Anothor coupeny aware a "stlver 
pin for saviage between $2500 and $90°0" and a "gold pin for savings 
of $5000 and over", 

Tn atking this question 1t vaa desired te estahliah « parelie) 
between the bualneas executive and the naval eountervart, either the 
commfasioned offleer or a high ranking civilian eoployee, 

The civilian @mloyes, whatever hie rank, is tneluded fn the 
Navy's Bonaficial Suggestion Program, Ne is eligthle to receive cash 
averda for hie sugcentions that are adepted, "is idea say be auch 
an outetanding ono thot he further qualifies for a "Distinguished 
Civilian Torvice Avant", "“erlterious Civilian Service Award" or 
"Superior jecomplishnent Fey Increase", The iret of these is the 
highest avard that fe mado br the Yovr Derarment for ovtatanting ciwe 
{ifen aervies, The avard consists of « lapel amblem an? a cortifie 
cate from the Secretary of the Savy, The "Meritorious" one ie the 
aetond hichemt avard the Department given for outstanding civilian 
services, This also conzista of a lapel emblem but the certificate 
4s signed by the commanding officer of the activity, The "Superior 
Accomplishment Pay Increase" 1s a regard for superior seeorplishnent 
and outetanding performance extending over « period of time or for 


@ special act or service of unuews) attainment, Althongh these 
rewarda do not coma within the purview of the Semefiectal Suggestion 
Program, an adopted sugzestion may be used as supporting evidence 
in recomendations for any of these three incentive swards, 

There is no provision whatever to pay eny military sersonnel 
of the neval servier for thelr omggestions, Ther my receive a come 
mondatory letter for their suggestions, This may prove of value to 
am officer when hie recom) is reviewsd incident to hie consideration 
for promotion, Such letters tond to have puch sore offeet on an 
officer's promotion than ther do for advencenent of enlisted persone 
neal, however, 

Attesptes have been made se late as Janunry 1048 to extend these 
cash guards to the perdonnel in uniform, At thet time the Comptroller 
Ganeral, was asked by the Sacretary of the Vavy at the instigation 
of the Deputy Ghief of Naval Pergonnel, for a decieton on the intere 
pretation of the avy Approvriation Act, 1948, pertair’-< to funie 
allocated to the Navy's “Training, “dueation and Welfare" programs 
The Comptroller Ceneral vas specifically requested to render a decision 
as to whether or not in bis opinion, these funde could be made available 
to meet exponees in awarding cash prises for constructive suggestions 
end inventions to anlieted and oo fieer ceranmnel of the Nevy, Thie 
effort wes to no aval], The Comptroller General in hie recly ateted 
that “there appeare to heve been no intent to enlarge or extend ~~ 
thong former provisions " to provide such authority, 

3o The other two quertions on thie mublect were co follewas 
36, fre any members of your organisation specifically barred 
from nerticipation ie your eeoloyvee's euggestion program? 
Please atete who is barred and basic reason for so doing. 

The enswers tio these questions showed thet the erest mafority 
of programs did bar certain rersonnel fron participation therein, One 
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company liste thene as “supervision, engineering personnel, and 
eortain other amolayeee vhose duties are of « dadidbletiney nature," 
Two other specified engineering and advertieing exployees whose 
futioa include areative contritutions", Three of the largest core 
potationas in the country with 30, 42 and 43 year old suggestion pre» 
graxs bar no one from their plan, A fourth major corporation with 
40 yoars of ,suggestion plan experience still bars ite executives from 
the program, however, Cuggsation committees members are barred 4n some 
of the companies. ne steel mauufocturing company holds "that my ~ | 
major supervigion responaiblility for Lanprovement cevers el] chases 
of operations end salary rate is commensurate compensation", 
II, The second on our list of oriterie ist "Invasitvats 
Thorgughivs" 

‘The Navy Departaent outlines the following policy to govern 


the actions of the augveation administrators in ite 115 activities:! 


"Joon determination that a suggestion has merit asd loeal use= 
fulneas, it will be inveatigate’ promptly by the recorder, 

by part-time or full-time investigators, or by persons loaned 
frez shops or departments, Investigators should: 

& Interview the supervisor, foreman, engineer or porson 

4m charge of the particecler plece of wrt affected by the 
suggestion te datermine the des'!rability of putting the idea 
inte operation. Ouggestions which involve sefety will be ree 
ferred to the local Safety Office, 

b, Asgemble cost estinete in man-hours and meterial for the 
present method and for tse ouggested method ...All computa 
tione should be show, "Overhead" or "Purden® ehovld not be 
sonsidered, Cost of ~atovtion should be shown, 

¢. Collect information about intangible benefits, such ag 
better product, gafety, sorele, ete., thet wll) accrue from 
the adontieon of the euggestion, 

4, Compile all pertinent information for appraisal by the 
Comittee," 


Although no question on thia eubject wes included in the questionnaire, 
the remarks volunteered by some of the reoorting cempenies were Iitereste 


1, Novy Depertzent, Uss 


25, May 19, 1948. 


ing. ne very large comeny that did not return the questionnaire 
commented aa follows: 


"mn the let, of January, 1942, our Suggestion System was 
revised, and we are operating what we term a ‘streamlined’ 
syste; te expedite receipt, investication, snd return of 
various suggestions from our different departsents, All 
Suggestions are now aligned by the Suggester an? srocessed 
through the Un¢ineering Penartzent, After investigation 
by qualified inspectora, personal letters are then sent to 
the Suggester, giving either a clear ant concise reason 
for rejection, or notification of adoption of suggestion with 
check, amount of wiieh is based on 10% of the firat yoar's 
savings." 


Sn electrical squipsent nanufacturer statea: 


“We have found that a full time Suggestion Syste: Secretary — 
in a large plant pays hie ow var plus beeauge of the aa 
from suggestions, When the Suggestion System is en “extra 
chore” for several persons, there ia not enough time apent 
on it ta do the job properly, Consequently auggestions are 
not acknowledged, reviewsd or peld promptly." 


Thie is the third tn our list of eriteria, Fo 


question was asked in the questionnaire to cover this aspect of the 
Program. 

The Vavy ia keenly aware however, of tho importance of fatre 
nese in dealing with ite augrestera, In the uatter of the committee 
nesberahip the Department outlines the followlns policy: | 

"The manhbershio of the committee will ts eo constituted that 

it will tb» able to evalunte suggestions which are of a teche 
wieal, mechanical, edtainistrativs, preduction or clertes] 
natura, This wilipacessitate the placing of qualified repre= 
sentatives fron the rafor denartrenta or divisions on the 
comzititesa," 
Ome naval ectivity (the Yorfol: Naval Shipyard) which apparently has 
a very active sugrestion program hae §0f of the membership of the 
Gowmittee on Awards from manarenent and 50% are exployeo represen= 


telives. Another neval eetivity (the Naval Gun Factory, Washington, 


2, avy Departnent, Fave Clyiltan Personne 
25, May 19, 1948, page Ae 
Ze Thid,, page & 


Inetruet/ ona 


D.C.) publishes te ite employeer the membership of the emegestion 
committee (10 members, o minimus of 5 being required) that oaca on 
théair sugeestions. | 

Another Navy policy concerns the merit deterainetion of each 
suggestion, It requires that the Suggestion Committers at the dif. 
ferent neveal activities review all new sugcestions to determine: 

&, Whether the suggestion hes local usefvineas end appears 

worthy of investigation, 

b, Vhether the suggestion bas merit and appears worthy of 
consideration elsewhere in the ‘avy or Sovernment even 
though it hes no lecal application. 

Cf. het+rr the suggestion dows not have merit and is not 
usable, The reasons why the suggestion ia not usable 
shovld be clearly etated for trananittel to the suggester. 

The problem of assessing “intengible benefits" confronts 
every company that bas a suggestion aysten, These concern safety 
health, velfare, morale, working conditions, changes {mn procedures, 
ete, To asseas their value is extremely difficult, The Nevy 
leaves the establishment of sitendards for evaluating such bonefite 
to the locel authorities, It aseumes, however, "that tho azount of 
avardia recoumended will vary with the relative value of the sugrese 
tiene to the activity,” 

The impartiality of the suggestion committees ean only be 
assured by anonymity in the submission of suggestions, So say the 
adherents te the policy of concealing the suggester's identity, This 
is achieved by having the employee retain the stub with identical 
number to thet on the blank on which his sugsestion 1a submitted, 
Comiumication with the anonymous suggester thereafter fe usually cone 
fined to elletin board notides, A distinct dieatvantage of this 
syatem is the inherent delay attendant to investigation. If the 
auggester identifies himself, the investigator can contact hin 
quiekly, talk to him and be sure that he has the whole ice just as 


it was conceived in the gad of the suggeater, 
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De, O, PF, Hobingon holds, however, thats? 

"The individual shovld have the opportunity to remain anonye 
mous, Fear of ridicule prevents many employees from turning 
in valuable sugrestions, If a suggestion is not practicahle 
and fie tumed down, ao one but the suggestion plen manager 
and the esuggester should be conerned," 

In opposition te this viewpoint Seinverth pointa to the statie=e 
tical results of a recent eurvey conducted by the National Agsociage 
tion of Suggestion Systens to support his etatement that* "there is 
not mach question but that the completely anonymous glan..,le steade 
ily end definitely losing groung’. 

Additional arguments against. anenynity of the suggseter are 
the pergonal contacts and @ieeverion thus afforded when avards are 
baing presented or when suggestions are being turned dow, In the 
case of turndowns, again quoting Seinwerth,” 

"4% is go much better to discuge the idea with the sugcester, 
giving him en opportunity for reimttal, than just to list the 
susher on a bulletin board poster under some caption as ‘not 
pair ‘previously considered as a result of oe 

The seme author holds thet: 

"It is up to the auggestion comnittee and department to protect 
the rights of the suggester and see to it thet their idesa 
are fairly and impartially considered, If there are people 
in the organisation whose attitudes toward the plan are ao 
bad that the suggestere nead protection against theg, then 
for goodness sake don't cover up by eneaking the ideas in the 
back door, If the attitwies of such people can't be changed 
by ‘welling thea, then discipline ts inorder", 

The ‘avy requires that ite suggestions be signed, The trend 

in this regard smong auggestion plens fe the various industries is 


definitely away from anonymous euggestiona, The statistics to vhich 


Ze Seinwerth, ; 
3e Thid,, pet 
de Thid.y pe40 


Seiawerth refera above to boleter hie observation on this subject 
covered « survey of fortyethree companies only seven of which still 
used the anonysious system. In the MASS survey of 1945 which includdd 
70 companies, only 20% were found to be operating anonymous plana, 
2€6 made the signature optional widle $44 saad aad required the 
signature. 2 

The Savy ia alert to the value of the personal contact which 
experienced administrators like Seinwerth consider eo important. In 
outlining ite general policies to all ite activities the Havy Departe 
ment hes listed the follewing as having a "direet bearing on the 
development. and promotion of a enuecesrful euggestion program and must 
bo evpheoined? at all timess ° 

"a, Acknowledge all suggestions promptly. 

be Process ali suggestions cromtly. 

Be no maa anda detailed information vhen turning down 

ad. “xtend fair and impartial treatment to #11, 

@. Make as many permonel contacts as possible. 

f, Maintain continuous employee interest through a well-plenned 

pronetional program."2 

TV. “he fourth of ovr eriterta ia "Pa: 


1, This pertiovler sepect of the suggestion syeten wes etreared 
so frequently in reviewing the literature on thie subject that a large 


out 


number of questions concerning it were interspersed through/ the 

questionnaire, The questions will be stated in the order in which 
they appeared in the questionnaire, Comsent on the questionnaire 
returne wil) follow individual questions, The first of these was 


1. “Lease list the results achieved by your evuggastion syetem 
during the period covered by this reports 
ihumbay of employees 
funber of suggestions received. 
Peryeent of suggestions adopted uum 
Total of Cagh Awards pedd eemnene 
papi ze eee anvings ag reavit of suggestions 


i oneilllieenamenennel 


i, Al Led tion Statisties® 
’ ia *s Yes ne re ane rye 
. Navy Civilian Personnel Instructions, Instructions 25, p.13. 


Mr. iL, G, Alger, manager of the Suggestion System for the 
Firestone Tire and Rubber Company and statistician for the National 
Association of Suggestion Systems, has stated that it is nocessary 
to consider only three factors in determining the relative perform 
ende of any suggestion system, According to Mr, Alger these arest 

"1, Participation (suggestions received per 1000 employees), 

2. Pereentage of adoption, 
3, Average avard," 
This same authority continuas withs* 

“the rate of participation is of couree the measuring stick 
for determining the proportion of your employees being renehed 
through this medium, The percentage of adoptions determines 
the oversel] quality of the euggestiones roceived ani the 
average award determines the value of those suggestions acte 
ually adopted." 

As stated above the statistical inforsation desired in the 
questionnaire was for the letest twelveemonth period on which the 
information vas available, Of the 41 companies vho ensvered the 
questionnaire completely or partially, 21 of thex submitted data 
for the calendar year 1947, Although some of these avoided the 
question on “estimated savings" by either leaving it blank or 
making some such statement as "not svaileble" or "confidential ine 
foraation", they did give the total awards distrilmted. ‘Sufficient 
data was furnished, however, so that the performance of the suggestions 
systems of these 21 companies ean be compered with the Navy's on the 
above three factors, 

In its statistical reports the Navy dndicetes ite participation 
in the suggestion program by receipts per 100 employees instead of 
1000 employees as used ty Mr, Alger, The participation ratio vaed 
in the following table will be per 100 exployees in keeping with the 
Kavy's policy. To protect identity of commanies in this presentation 
they will be indicated by numbera only, The length of time they have ope 
erated euggeation evetems will be indicated. 


Ze Ibid. 


MEN ROETE 


CALENDAR YRAR 1647 


UOGLSTION SYSTAGS = STATISTICAL RMPORT 


| 
| 
No Ge T, & 3 No. * 
ne ee 
. operation 

1 Air Transportation 9543 30.7 1900 20 27795 $14.66 

2 tek Chenies) & 

| Photo. Supplies5§91 59.2 1398 25 8259 5.92 10 

| 3 Mfg. Commmication 

| Rqudoment 1005 40.2 202 20 150095 74.30 30 

4. Mfg. Tlect. Equip 43770 2.2 13400 31 198264 14.60 42 

os.” * " 20743 25.2 7160 34.5 105962 14.20 38 
é, Elect, ,)edical RoTay 

| quipnent 262 #12,.0 37 13 1576 42,40 10 

"'%, Mf'ge Hoavy Machinery 156 8.9 58 37 723 12.45 18 
8, Mfg. Optical Fquip. 1967 32.7 700 35.2 17116 18.20 2% 
9, Offiee Bquipment 7443 32.7 1890 25.4 40283 21.40 4 
10, Petroletm 10743 21.6 3210 1.0 s0471 28,00 30 
11, Photograpkic mat'l. 16899 99.5 3890 23,0 38145 22.70 506 
12, Mfg. “adio & “lect. 

Equipe 3845 32.1 1305 34.0 23648 18,10 a2 

13, fg. rubber prod. 11303 22.9 2880 25.5 6702 19,70 30 
A. * « " 2274 12.9 614 27.0 27472 44.80 3% 
15, fg. of Steel 426 3.6 128 306.0 4405 34.50 § 
17, Steel Castings M47 61.8 969 35.6 103864 10.72 5 
18, Steel fabrication 3686 125.6 1380 37.4 10052 7.30 21 
19, Mfg. storage Batter, 277 8.7 72 26,0 3262 4.55 5 
20, Mfg. of chemicals 4943 32,2 1368 28 7000 5.05 12 
21, Mfg. rubber bearing 2663 15.2 793 29.7 32945 41.50 2h, 

AWTOT « 33.8 2352 20.60 21.2 

'. 28029 10.6 7468 29.7 241571 32,30 


This saeple of 21 companies had operated auggestion systems 
from 4 to Se years with the mean “are” of the suggestion program 
being 21,2 years. 

The average participation of the enployees of the various 
@Gompanies wan much higher then among the Savy'a elvilian employees, 
Some of the companies reported extremely bich percentages of parti~ 
cipstion, Two of then had perticipation figures of 126,2 and 125.6 
per 100 exployees, A third reported $9.5 pertieipanta, The lowest 
figure wae 3.0, The average perticipetion for the 22 compenies was 
38.8 per 100 employees, Thie te slightly higher than the participa= 
tion figure of 34.7 and 33,3 which wore found in the NASS surveys of 
1044 end 1945 reapeetively, The NASS eurvers covered 70 companies 
embracing 7,900,000 eligible omploress each of these years, The 
Revy's progren for the ealendar year 1947 wea 10.6 per 100 employees 
or less than onesthird of the participation of the 22 companies, 

tm the percentage of adoptions the Navy showed a slightly 
higher Migure then the companies. The sdoption sereentages were 
2.7 for the Sewy ngainet 24.2 for the 2] representative companies, 
Mr, Alger states that the 

"percentage of sdoptions varies slightly from year to year, 

renging roughly betwen 27 and 76%, for the 70 companies 
cs vespertivn youre vere Bike 3% 0 
Siger continued with 
"Like the percentege of adootion the amount of avard was 
G20 ond $22 through that period. For thy peat gear the. 
gg ir - ot reporting was §21,06 (for 1945) 

The “average eward"® granted by the Havy in 1947 wes $32, 

while thet of the #1 companies wee 020.60, 


le Alger, Lets “Suggestion Statistics", Production Saget 
«whe American Managesent iseociation, De 14 
* * 
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a5 
va oom oflhe-fLolLowing table is a compilation of the above data concern= 


ing the suggestion programs of the 21 representative companies and the 


Navy for calendar year 1947 : 


al companies Navy 
1. Participation per 100 employees 33.8 10.6 
2 Percentage of adoptions 23.42 29.7 
3, Average award 20.60 $32.30 


If 211 the companies which answered this question (38) are 
included without regard w periods covered by their reports (excluding 
only those giving totels for periods of 5 to 9 years) in the computations 
for these three factors, the participation figure is reduced from 36.7 
to 34.6, the percentage of adoptions is reduced from 28.3 to 24.8 and the 
average award is reduced from $20.33 to $19.80. 

As concerns the question relative to "estimated savings" one 
jor sutomobile manufacturing company said in rephy to the question 
"Never estimated, Our interests lie in the other direction of improve 
ing employee relations." Although its suggestion system is comparatively 
ew it has paid out a yearly average in excess of $700,000 to its suge 
esters since its inception, These included the war years; but even so 
he average award of $36.20 to date for this vast corporation is less 
that granted by the Navy in 1945 and 1947. The Navy averages for 
se years were $36,40 and $36,50, respectively, 


The next question relative to liberality in suggestion awards 


concerned the minimum amounts paid for adopted suggestions. 


The question asked was 


27. What is the minimum awerd your company pays for accepted 
suggestions? 


Eighteen of the companies had a $5 minimum, seven had a $7.50 
imum, and six had a $10 minimum, Other minima were $2, $2.50, and 4 


ompanies indicated $3 as their minimum, One company reported a scaled 
of $6 for safety and convenience suggestions, $12 for those con~ 
raing cost reduction and $20 for those involving product improvement. The 
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Navy's $10 mindnam ere very favorably with the compmies surveyed. 
36 The.-next question was 
(9. I¢ you have a maximum award, please state what it is, 

Twenty of then stated they had no maximum, Two have a $2500 top award, 
one a $2265 Limit, five gave #1500 as their maximum, 5 others have a 
#1000 top, two give $1600 savings bonds and two have a $500 top limit, 
One stated it gave "i net savings for sugzestiow relating to manufacture 
ing processes, otherwise a $25 maximum, Three others limit their award 


to 10% of the first years savings, 


Seinwerth is of the opinion that there should be no maximm 
award, He confesses, however, that he realizes "not all executives 
| share this viewpoint, Many, too many, desire valuable suggestions but 
| feel that there should be a ceiling on awards," He continues this argue 
ment with 


"There is no reason why the amount of award peid should be 
| limited or curtailed because the benefits of the suggestion 
are unusually large, In fact there is every reason, from a 
sound business standpoint, that the very opposite is true, 
Large awards mean large savings, A company im Cleveland paid 
out accumulated awards of more than $11,000 on one basic sug= 
gestion, Another company in Chicago paid two suggestion awards 
of more than $6000 each, The possibility of sueh large windfalls 
is a never~ending source of stimulation to the entire Programs 
and of course, when one suggestion does pay off well the company 
and the enayer tien plan both receive a vast amount of good 
publicity," 


In answering the questionnaire one of the country's largest compenies 
engaged in manufacturing electrical equipment fully agrees with Seinwerth's 
conviction concerning this limitation of awards, It stated in answer to 


this question "Heve paid $5000 —— will go higher," 
| There is a definite trend toward the practice of placing no 
mxinum on awards, Although slightly less than half of the companies 


covered in the present survey follow this practice, 63% of the companies 
CT CL CT Te eee eaSteeseeteteeheneeeceatetitiints 


1. Seinwerth, Herman W,, Ge 


that partielpated in the latest NASS survey indicated they have no 
maximum eward, The Savy's policy of not limiting its top award is 
in keaping with the present trend toward “no moximum" in the varlous 
industrios. 

4e Tho next three questions in the questionnaire dealt with the 
labor rate used in estineting annusl ne. Bl Navy unes « flat 
rate of 21,00 par hour for labor — PE is on waich to bage 
awards, With the present outibaies = ae ratea of some craftamen 
thie seemed much too conservative a figure to use, Yor this reason 
three queatians were expended in tha questionnaire for the sole pure 
pose of determining if this waa comson practice mong the various 
compenios, The three specifle questions in omar of present&tion 
WHrGs 

20. The Navy usee a fixed hourly rate for labor cost in come 
puting anmueal savings, If your company makes awards on 
the bagis of annusl savings, what sysates dees it have 
for deternining labor retes to use in eatimting annual, 
savings? — 

21. If you used a fixed hourly labor cost per man-hour for 
eatinating eevings during the petiod covered by this 
reyort, what hourly rate wae usedj 

22, If the latter figure varies from ona period to the next, 
what fe the basis for its use? Rise in labor eoste? 
Other reasons? 

in anawer to the first of this group of three questions the 

majority of anawers fell inbne of the two following categories: 

th Prevailing rate of anployee affecteds and 

(2) Averege hourly rate of the group of enoloyses affected 
with changes once osch year due to sew contracts aligned 
ly union and company. 

Of the 3 companies anevering the first question a total of 27, or 

75%, used the prevailing rate of amployses effected while the ree 

maining 9 used the avercge hourly rate of the group of employees 

affected, One of these, on air ‘-ers-ortetion company, stated it 

used the average hourly rate of pay of al] nonesupervisery oersonnel, 


 Qne meat packing firm atated it peid the actual local rate for unskilled 


lebor, 

Onis four of the 3% compantoe eneworlng the second of the 
three questions, used a fixed hourly lnbor cost for setinating 
gavings during the perio? covered by this report. Three of these 
wore afr tranerortation companion, ne of these waa the compeny cited 
in the preceding paragraph, The hourly figure {t used wes °1,25, 

The second company stated tt wed 71,63 or ite maintenance group 
end that the amount for other contract greupe varies, The thin 
used #1,44 hourly rate for ite maintenance group, The fourth company 
engaged in manufeeturing phermecention] chemicals, did not explein 
the flat labor rate {@ used, Thier latter company hea a 1100 mexcimom 
avard; hovover, it states it bases tte nvurds on several factors 
other than envings. 

Ineemmeh as the vaet majority of comeanter indionted their 
estimates wore on the beeia of actuel lshor retes of employeer affected 
by the sugvention, the thir? in thie group of questions we applicable 
to only a few companies, Such of these that snevered the question 
guve ee the basis of the variation the “rige" or"change" in labor 
costs, 

Here again it appears that the Mevy's syste: does not quite 
measure up to the standards meinteined by the reporting companies 
with reapect. to labor rates used in caleulating sevings, By neing 
a $1,090 hourly labor rate the Navy is, in effect, further reducing 
in come casen the avard for which ite e'vilian employee ean qualify, 
Of course a suggestion that offeecte « savings on a clerical or 
Similar job that bas a low salery rate will benefit by using an 
hourly labor rate of 91,00 per hour, but what shout the machinist 
that may receive from 91.4% te 1 60 ~er heur or the leadingnan 
electrician in the Neyy's exloy that makea slightly over 51,00 per 
hour during an eight hour dey] In using the flat rate of $1.00 onan 


idea that savee tha time of highly paid craftemen auch as these 
the sugrester is pleeed at « distinet diastvantage in comparison 
with the suggester in the companies surveyed. 
5. Tho next question waa aimed at comperteen of the S“avyts 
scale of avariea with the various companies, The method of estimating 
ennusl, savings, vhethor gross or net, wae also requested to gat the 
consenens of opinion on thin ssoect of the award schedule, The 
question wae as followss 
1¢, The Savy hes four different lavels for --yment of 
avarie for the animal gavings indicatedbalow, “hat 
Goae your commany pay for the following annua] savings? 


Fe ee ie re 
$1000 to 410000 ari or grosa) 
@10000 to (100000 (net or serosa) 
9100000 or over (mat or gross) 
Thirty four of the 41 companies anewered the question, Fours 
teon of thin number, or 41%, paid 10% of the first year's gross cave 
ings. Four of these 14, however, hed a 01000 mcximm award, 2 hal 
® $1500 woxiaem, and one s $2500 meorimum, Another had «et snounted 
to a 21500 maxiaom in awording 10% gross savings tho first year (not 
to aweead $1000) and $2 of groes savings the second year (not to exceed 
$500), 
Seven of the 94 base their avarde on 10% of net savings, Two 


of these hove a $00 waxieum however, One of these specified it would 
pay LOS of net or 5% of crose esvings, which ever wae higher, 

This aceounts for 61% of the reporting companies which use 
either « 10% gross or net sevings for the first year, Ton of these 
21, hovever, have maxianm avarda ranging from 1500 to $2500, 

The remaining companion peid on the following basess 
company on 20% gross gavines up to meximem of $1000 savings bond 
20% gross savings 
" @n 206 net savings cor firet year for operators anid clerks, 
and 15% net savings first yoar for foremen and machanies, 
« on 1602/3 net sevings the firet year up to $1500 maxdeem 


* gn 26% net savings for firet veer up to $1000 
“ <n 508 aus santas fev thewh guar ep 0 


Bt 


eM pie 


company on 50° eroee savings the firet year up to 91500 
* on first two monthe labor and material savinge up to 
value of a 91000 savings bond 
* on (annual gross saving « ¢ tool cost) x 25% 
" hee wo % award plan but give $15 initial avard up to 
$2265 maximum for primes awarded monthly, 
newsnaper vublichine cempany that alse operates ratio art 
end televiaion stations bas no award scale ag yet but leaves 
“11 deetstone to itm committed, (The company is over 60 yoars 
old but han Just recently installed a nae ge ay stem) 
with a #00 maxteum not necessarily danendent on savings 
has @ scaled avard of 10% net up to $1000 saving, @f net for 
#10000 sevines and 2.7% for 0100000 savings, 


In thie category the Navy's seale of avert seems to be note 


te ee fh 
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feenhly lower in comparison with the avwaris nereittes in the various 
industries, The scale ta that at bs Ceeeutive Order for all governe 
went. denartments, Nevertheless 1t compares somewhat unfavorably with 
the scale allowed ty the companies surveyed. 
&, The next question in thie group concerned any additional awards 
thet the companies aicht give thetr sugresters, Tho reason for giving 
euch additional everde is in order that the maggester will «tii have 
sone tangible evidenes of the company's anpraciation efter tha eash 
avard hee been spent, The companies were asked the following queations 
27— In addition to seneteary averd or merchandise prise, do you 
give any troe of modal, pin, bane] button, certificate or 
similar avard? Yes No Please gtate whet is given. 

The Navy eneovraces the use of such incentives and leaves the 
matter of design of emblems and certificates to the local authorities, 
One naval activity (Naval Training Center, Great Lakes; Illinois) whi¢h 
the writer contacted in connestion with this revert givas hoth a 
Cortifieats of Commendation and an award pin, The pin hae a small 
detachable numeral in it which can be changed to indicate the nusber 
of sceepted suggestions to the wearer's credit, The Mare Island Naval 
Shipyard at Vallejo, Californie, naa a plaque which it awards to the 
varions departments winning ite sugrestion conteste, Of the companies 
eurveyed, twelve used certificates of some kind in addition: te eas* 
avarde, One ured a letter to the mugeester frow the compahy president, 


avards, <A silver pin represented s prise over $290, « gold pin a 
prise ower $00. Two companies gave a gold pin indicating $100 in 
avarde and one af these also gives a jeweled emblem for $1000 aceue 
tulated awards. 

Ve The queation of letting the employees know the problens on 
which management sought eseistance was next considered, This ie our 
sixtirequisite and is as followatr 


| 
) 
| 
Three used pins of different value to indicate worth of suggester’ 


*"ublicise probless on waich management te thinking snd 
ask for idecs on these probleng,* 


ie The toepanias wore “iret asked if they made a special effort 
to keep personnel informed at al] times of the kinds of suggestions 
desired and the enecifle probleme on which wanagexent seeke help, 
Then if go, how wan thie accomplished fin their respective companies, 
The wpecifie questions were: 

2, Does your company make a special effort to keep 
persormmel informed at al) timer of the kinds of 
sucgeationa desired and the apeetfie probleme on 
which menagenent seeks heln’ 

3, If the anewer to 2 le "yes", how does your company 
acoompligh 1%7 Bulletin board noti¢es 

The tallies showed that the ma tority of enapanies 4id use 
thie means of premoting the eugrestion procram, Twentyeseven stated 
they did afmit "t- the renk ant file® as H, °C, Marwaiuke says the 
management of the Illinois Central "allroad does, “that we doen't know 
it all, that there sre problene coming wp on which we need their 
assietance’!, There vere sone companies, however, nine te bo exact, 
who did not present their srohlens to their employees, Five com 


panies did set reply te the question, 


1. Marmaduke, 2.0., "The ae Gantral Sugremtion Systea", froduaiion 
Sarton Yo. JES, De ? 


The twlletin beards and commany periodicsle were the nost 
popular meane of disgeninatine this infornation, Other media were 
perrol] inserts, peeters, emoloy-es group meetings, and supervisory 
creup meetings, One company does thie by daily contact with Soren, 
Another cousany utilises a monthly sugrestion system publication that 
i@ gent to every one of ite ammloyeoor,. 

The Navy encoewrages the use of "Thoucht Provekere" acon ite 
¥arious activities, These are deniened to present 2 goecifie oroe 
bien for solution, It aleo suggests the use of bult.cin board notises, 
blotters, vayroll tneerts and handbilie to publieizse the loeal preblen, 

The Nevy Tepeartment's general voliecy in this regard encourages 

"the abaission of suggestions which have regnlted in or will 

reoult in improvement or economy in the operations of the 
Navy through monetary sevinga, ineressed «ffielency, conseare 
vation of property, improved working conditions, better cere 
view to the public, ete. Theme suggestions nay relate te 
any part of tha work of the Savy ees 
VI. The aixth in the list of criteria for suceeceful operatian of 
@ suggestion »olon decle with the question of fairness to the sugrate 
ter, It is stated as follows 

insist on fairness and « square deal to every suggenter, 
Without Justices and fairness in edmintatering the progran se sn¢gvestion 
plen has a chance of survival, The General Tleetric Company” emphae 
siees the necarcity for it with the santanca "Abaolute fairness ta 
the life of the System," 

1. An attempt was made to cover the fairness agvnect of the 
various plane quite thoroughly, Consequently snother rather large 
greup of questions wae directed at the various commnies, The first 
of thie group hed to de with providing agsietance to potential suge 
gesters, The question asked wags 

e Gave Departaent, 8. Be. 
2, MICB,"Reployee Sugcantion nia oe 


11, "2c you provide asaietence to potential suggesters vho 
roche aitMiolte tn "putting their ideas on Paper’? If ao, 
how fe this dona?" 

Tha raavlts were verv ouch as expected. All compenios prow 
vided the agsietance, Sither the foreman or the sugrection comeittes 
Seeretary was naned as the psrson generally responsible for render 
ing this agetetanca, In some esses the anewor “any member of the : 
guggantion committes” occurred, one company stated thet it expected 
to inaugurate a now form which wil] megrest a method of writing up 
each eugrestion, Thie scent like « very worthwhile idea to facilitate 
the subntenion of sugrentions, 

A typfeal naval sctivity (PSNS) hee thie te say to ite efvie 


lian omployee fn thia regard: 


"Tf you new! agelatende ic sropering your sugrestions 

Agk your Produetion Comittee for help, or 

Ask your supervisor for help, or 

Come to the Comnittes on Awards’ Office, Door 5, Sullding ey Sepa 
and a member af the Comittee will sassiat you, 

may be obtained from the Comrtttee in the preparation pr a 
working drawings, or in procuring photographs of models or 

of the fintahed oreduct provided the Committee eonsiders 
either of thege necessary for clear presentation of the 
sugrestionst., 


The Navy Desarteant aneeiftieally stetéa in the regulations 
concerning ite suggestion eyeten that 
“The Navy Cepartment Feneffeial Sugrestion heart in Washinge 
ton undertakes to see te £¢ that each auggestion received 
in carefully reviewed for poeathle vee oleevhere in the 
levy, *requently additional use at setivities other than 
the originating aetivity verrents the pervment of additional 
avaria” 
Ze To appraise whet appeered to be a very progressive attitude 
on the part of the Mavy'e ouggestion plan administrators the question 


vas asked of each company 


2. Vay ee Rs heyy th sha ch Sets a fo 
25, lay 1%, 1948, pe 1d 


24, “Sees your euggestion committee pass on to other actin 
vitien o: your company sugcestions that might be vale 
uable in its other branches?" 

This question was followed by 
2S, If the anawer to 24 19 yes, doen additions! vse at 
other than the originating activity qualify the 
suggester for paymeat of additional awards?" 

The suggestion committees in all bat two of the companies 
did gases on valuaclo ideas to other branches of the company, Likte 
vise the majorite of companies reported this qualified the euggeater 
for an additional award, Tight companies, however, definitely did 
not allow additional awards for use at other than the originating 
activity, 

The Neyy uses the following weans for determining the valve 
of its suggestions among ite meny activities: . 

The Materta) Division of the Office of the Unter Secretary 
prepares « digest periodically which liste and briefly describes 
each adopted sugrertion, Ite readers may keep posted on latest 
developzents in the eugrestion flald, More detailed inforaation my 
be obtetmed if desired. This digest. te dietributed to Interested 
activities es fetermine’ ty the subject matter of the suggestiona, 
These eetivities ara requested to make a report of each adoption, 
They are further requerted to give an estinste of the savings and bonse 
fite reaulting therefrom, These reverts fore the baciea for reeommene 
dations for additional averda to the suggester, 

3. The next question conerned the time limit between the date o f 
receipt of a augrestion and the date of adoption te qualify for an 
award, The avestion asked was ag follews: 

28, "If you have « time limit between date of receipt of a 
suggention and the date by wiich it aust be adopted te 
ne for an award please stete limit your company 


The Navy hae set two yoare ao ite limit. Twenty-four of the reporte 


ing companies ateted they bad no limit, Five others het a two 

year limit, “hers ware ve companies who designated their time limit 
es one year, One had o three pear lialt, mother a efx year and still 
another a 10 year linit. Four companies did not answer the question, | 

Seinwerth axplaing the need for the limitation period as follows: 

*Frepiently suggestions thet are turned dewn are later afopted. 
when such adoption at the later date is caused by changed cone 
ditions, then, of course, no further coneiderstion ia due 

the original suggester, when the latter adeption oceurs 

without any ehangs tn the comlitiona relating to the applie 

cation of the auggestion, and it le apparent that the idea 
might Just eq wall heve been atepted when originally aulsftted, 
award consideration for the original auggester is in crderee. 
seoek onteroar linitation period 1a moat cenerally used ale 
though some companies do go ag bigh as 2,3,4 and 5 yeara, 

ai? there eve a fay with no limitation at ali," 

Ag goon in the above analysis of replies te this question the 
latter statement of the “few comaniesa with no Limitations at al]" was 
not horne out in the present aurvey reanite, Of this sample of 37 com 
panies thet ansvared the question, 65% had no time ligt ab sl], With 
those using a tine Limit the Hayy's two year one eppeere to compare 
very favorably, 

4e Tho next question was on thie sane subject but concerned the 
extension of tins beyond the regular limit where experimental work 
or trial toasts ere necessary, The question asked was 

29, In caso you hove stated a time limit in onewer to 23, what 

fo wou do about sugrestions that require oxperimental 
vork or trial teste that might excead this time lingt? 
The Nery provides for this tr eteting in ite suggestion rulea that 
if extensive oxperf{mental testing is required for any muggeation, thie 
in conaidered es “placing it in effect", The question of qualification 


for avard 1a considered when reports of completed tests are filed with 


the Suggestion Comdtiea. The caspanies surveyed to which the 
question would he applicable (those operating with « time limit) stated 
they would extend the linit en necessary to conduct the required tests, 
5, (me of the mort controversial pointe in the adminietration of 
any wggestion ayatern woe the basie for the next question, It is a 
problem that faces avery suggestion comelttee and often requires 
borderline deciaionsa, “t concerna the deteraination of the engrester's 
“sormal responsibilities", The comilemity ef thie problem has been 
ably expressed in the follewing quotation from “Suggestion Systems 1 
“Vise, oxperienced suge¢astion plan gerry graying with 
years of struggle over the probleme of defining routine 
fuactiona, aeaigoed responsibility, or the omoLoyee! a 
specific duties, will undoubtedly agree thet regardless of 
the couprehensiveness of any oot foraula for the determination 
of oligibility, there is ati1] much te learn about the subject 
and that there probably wilihever com a tims when everyone 
concerned can git heck in the serena knowledge thet all 
the diverse problems connested with it have finally been 
aclved to the satiefaetion of everyone involved," 

The verlous companies were asked the followings 

30, “Nealiging that determination as te vhether or not a 
falis within “norual remmoneibil ities" of hia fob fe om of 
the most comlexing queetione a suggestion activity wast 
decide, does your couwnittee sake avardsa for suggestions 
that represent @ part of the normal raquirenents of the 
duties of the suggester's position?" 

Ldtke the Sevy the majority of coamanies do not grant avards 
for auggestions which represent a part of the normal requirement of 
the duties of tha auggester's position, An wausually lerge mumber, 
however, of the companies survered, 20% In fact, did eayv they pald euch 
evarda, An additional 19% of thar sald they wuld pay 1t "“4f the per 
gon vas below tho level of foreman," Another company emphagiged ite 
poliey of paying euggestions in this entefory with the etatements 
"The purpose of the program ie te get employees to think about deprove 


ing their own job," Another stated 1t would pay for euch euggestions 


1, "ational Association of Suggestion Systema, Suggestion Gyetems, 
page Zhe 


“4f ugahle at other unite", 

A policy alepted by many comoantes to solve this perplexing 
question appears to he quite sound, It ts that for the pertienlar 
purpose of fudging oligi bility to receive Sugcestion System Averda, 
the linite of « oan's responsibility shell be eet on ag narrow & 
hasis as can conrelatently ant reasonably ba established, The motive 
behind thie reason fe obvious, for aince 1% makes more people eligible 
te receive swards, more suggestions are receive? without apparently 
paying © man twice for hte idea, once thronch the Sngrestion Syetem 
aml again ae part of hie salary, 

é. The next questions wae thies 
1. %If a suggestion te rafected but the idea is later adopted 
or put into effect, does vour sugrestiou counittes autoe 
matically reopen the original sugvestion for reconslderae 
tion with a view to reverding the original suggester?’ 
The Nevyte polfey on thie fe thet the ouggestdon may be reopened if 
the idem contained theretn is later adopted or if the suggester feels 
that bia suggestion did not receive a fair eveluntion, In such instances 
however, i 49 wo to the euggerter te neke the request for the reopene 
ine of hie suggestion, 

Thirtyenine of the conmpeniee surveyed answered they vould 
reopen the angeastion, The two rameining companies denied the suggeste 
or thie privilege, 

7 ‘This next quertior te a continuation of the last one, It is 
as follower 

32, If the anewer te 7] is “yer”, must approval of the 

aver’ by the suggestion committee be vithin the tine 
limit apeeified in 28 ahowet” 

“ightyegeven percent of these replying to the question said 
4t wold have to be within the time Lindt while 13% stated it would 
not, Five of the companies replied thet action woul? have to be 
taken within one voor efter rejection, six get the tine limit after 


rajection at two voars, one at three years, one et six years, and 
one bad a ten veer zinii. Ther “ewy's pelfey in this regard ie that 
"ypceptions which are reflected or otherviae closed may be reopened 
for reconsideration at avy time during the two years torediately 
following the date of rejection cr cloeing action.” 

Aeoording to L. G, Alger (AMA Production Sering 165) a time 
limit 19 very essential, He says, syeakine of Firestone's suggestion 
plan,” 

"han wo had no time limit we found ourselves having to go 

back and pay fer sugcestions 10 or 15 yeara old that had 
not teen adopted vhen firat mada, vo have adopted a one 
your time limit feeling that if a person is euffiefently 
interested in bie idea he wil! renew the euggestion within 
that time Jimdt ewen though it has been rejeeted,* 

S. The basie of the next question hed appeared to the writer as | 
an extremely generous attitude on the part of the Newy, It was 
thought that here wag one place the Navy's progran would surely cute 
ahine those of the private firms, The question wae thiss | 

33. me of the previstons of the “avy's sveten te to inform 

seach suggester of the final disposition of his suggestion 

erraa if he has meanwhile become separated from the Bavy's 

amploy. Thie algo includes payment of avarde for acaspte 

ed suggestions, oes your company have any such prowlefen? 
Apparently thie ie a soliey in fairly general usage if the industries 
represented in this sawole can be taken ag fairly exemplary of 21 
companies opereting suggestion aystess, The tally showed an overvhelning 
tenteney toward ouch a policy, Only three companies said they did nat 
gurene such a policy while thirty-stx replied that they 44d, Two of 
thie thirtyesin apactfied thie was done "on awards only". Two come 
patiog pegsed the question, 

9, The matter of reopening suggestions wae again brought up in 


the next question, It was ae follows: 


1. Navy Department, Pave Civilian 
Mary 19, 2 1943, page € 
2, Alger, Lede, "Suggestion statioties", AMA) 


35. “uppose a suggester feela his idea 414 not receive fairy 
To ee Big. Fyre - be reopened for peconelderatian? 

Ag eteted in the eimilar question above, the Bavy's policy on thie 1s 
that the suggestermust request the mugrestion be reopened for recone 
sideration, As was expected practically all of the commenies surveyed 
had the sane attitude ae the Navy in handling suggesters not completely 
eatisfied with the disposition of their ideas, Only one company answere 
ed that there wag no appeal after the fecieion had been rendered. The 
companios vere in agreement that the suggeeter must request the reope 
ening of the suggestion for reconsiderstion. One eampany specified 
thet thig must be done, however, within thirty dare of notification 
of the declafon, ‘ne of the reporting companiags has a sentence in 
its letter of rejection from the Chairman of the Suggestion Comittee 
as fellewss “If you are not ontirely satisfied with our investigation, 
please feel free to discuss the case with me at your convenience," 

10. The last question in this group had te de with vhat appeared 
to the writer as another extremely fair policy in the Navy's program, 
it. concerns the payment of avarda to the estate of decesaed auggese 
tere. The question was: 


Tventy<seven companies stated they did heave och provisions 
aml fourteen 414 not. Vive of the latter fourteen companies hovever 
remarked as followar 

1. He specific provision but ag the money is due the oyoe 

0 ty te cn, aed be cian ae oh ed 

to hie wetates or 


2. Do not have euch provision but would pay the eatate if the 
occasion arene. 


The person(s) responsible for formulation of the rules governing the 


provision so there would be no controversy if such aq occasion arose, 
Vit, The next group of questions are aimed at the elimination of 
all possible delays in processing suggestions, The exact statement 


1S 
of this seventh in our list of criteriat 


i ILLIA OS Jd bb LSS & S59 GS. 
making decisions," 


"Promptness is of the essence} Nothing will dampen the ene 

thusiasm of employees for a suggestion plan more rapidly 

than long delays in investigating and replying to suggestions, 
Management must take the necessary steps to process sugges] 


> spear yer ait a om re * 40 
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tions promptly if it is to keep faith with those employees 
who contribute ideas, Management cannot afford to be so 
busy that it has no time to review suggestions and get the 
good ones into effect so that the benefits will be obtained, 
Probably no complaint from workers and unions is more come 
mon than delays in handling."1 


This statement is from an experienced suggestion plan administrator 
| who is considered an authority in his profession, 
1. One of the first questions asked in this group concerndéd 
| management's attitude toward prompt acknowledgement and if it was 


considered important, This was followed by another question as to what 


ws considered by their company a suitable time limit for acknowledgement 
and how were acknowledgements accomplished, The questions asked were: 
6, How about acknowledgements? Does the management personnel 


eae responsible for administering your suggestion propram 
eonsider it important to be prompt in acknowledging suggestions? 


7, If you have answered "yes" in 6, what is considered in» 
your company as a suitable time limit for such acknowledgement? 
How does your company accomplish it? 


The writer expected a unanimous affirmative reply to the first question 
| but found one dissenter. 

| In regard to the time limit in which they considered acknowl- 
edgements should be made, practically all of the companies stated either 


“within one week" or "promptly". All but one company used a written 


1. Seinwerth, Herman W., 


acknowledgement of some kind, Only one company resorted to bulletin 
beard notices, Three companies supplemented their vritten acknowledges 
mente with immediate personal contact by an investigator, These 
three companies had sugeestion plane thet appeared to be much more 
progrossively ebniniateved than some of the other compenies includdé 
in this surver. 

The Nevy does net specifically direct pergonal contact tn 
acknowledging suggestions, It. does require the use of acknowledgement 


2. ‘Some authorities hold that reguler seetings of the Suggestion 
Comittee shovld be held on stete? dave at a definite hour, Others 
feel that meetings showl¢ be held often enough to transact the nece 
essary business, “hatever the policy, the Sugvestion Coamittee mete 
ings must be frequent enough to ineure prompt orocessing of sugvestions,. 
The next euestion was designed to sample the policies of the various 
coapenies on this point. It wae an follows: 

4e The Bavy refere to the group who adopts or rejects suge 
gestions as its “Sugrestion Committee”, How often does 
the corresponding croup in your company convene to cone 
_eider suggestions? 
Moet of the compenies (nineteen, or 47%) stated ther hed weekly mete 
ings, Twelve, or 30% indicated they head monthly meetings or when the 
eireumstances required, Five held meetings bieweskly, The meetings 
in the verious branch plonte of one large corporation vary fren two 
to four weeke. One company stated thet its committee meets as needdd, 
often daily. Three companies replied they hed no corresponding group 
in their organisation, One company did not mewer the question, 
The Navy sete no definite peliey for its setivities in thia 
respect. It leaves this to the discretion of the local authorities 


at the various neval ectivities, The general statement is mace in 


the inetruetions covering the suggestion program thet "prompt proe 
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cessing of each suggestion cannot be overemphasized". 
3, The next question also concerned the committee meetings. It was 
5. Do you consider frequent meetings of this Committee to | 


expedite action on suggestions an important factor in 4 
successful suggestion program? 


very successful suggestion system administrator for one of the large 
railroad systems added temphatieally$$" to his affirmative ansver, 

The Navy Department has told its local suggéstion system 
administrators that "when it is apparent that the suggestion will 
require several months for evaluation and processing, the acknowledgee 
ment should so inform the suggester."1 In determining if this was a 
fairly universal policy the question was asked 

18, In case it is apparent the suggestion will require 


considerable time for evaluation and processing, is 
the suggester so infommed in the acknowledgement? 


All but one company enswered "yes" to the question, One 
| 
| Thirty-one companies said they did inform the suggester of the 
probable delay in acknowledging the suggestion, Of those who did not 
inform the suggester at the time seven stated that additional letters 
were sent subsequent to acknowledgement when required. One of the 
companies stated that such notification came fter the personal contact 
of the investigator. Only two answered the question in the negative 
with no intimation of any report of progress to the suggester. 
No answer was received from one company. 

he No attempt was made in the ndéx& question to compare the Navy 
with the commercial concerns. The following statement in the Navy 
Civilian Personnel Instructions prompted the question. The statement 


is: “When it is apparent that the sugsestion will require several 


1. Navy Department, Nayy Civil 


Personne] Instructions 25, 
| Boca f 19, 1948, eps 8. 


nontha for evaluation and processing, the ne 
inform the suggester, Navyewlde contiferation by the Navy Department 
tenefielal Suggestion Poard requires nine to 1? montha for dissenination 
and assembly reperte of adoptions.” 2 

The quoation asked the companies wass 

9. De you have any dete on the approximete length of time 

after recsig?’ If es, that Inve you fous tate te be 

The reoults of the survey are presented here for such infore 

native value an they may have, Of the 2% companies that stated an 


appointed time, the digtrilution te es follows: 


DAYS Mio wW 3% 42 © 9 120 3 years 
WO, OF GoMPAMINS 4 2 8 2 6 &£ 2 4 2 


The median time is shout five to afx veeks, ne company ree 
perted « "tremendous variation «= one week te three years". Another 
reported that "{t appears that the batter the suggestion the longer 
it tekes on the average to clear it,” 

VIII, ‘The next omsential of the suceesefil suggestion aystom is 
usumllw accomplished during the orientation period of the new exployee. 
it ie to "Thule 

Meny of the companies surveyed sent along copies of thelr 
suggestion plan pamphlete with the completed questionnaires, These 
were attractively colored and cleverly illustrated little books that 
explained the euggeation syatem. Some had a foreword from the company 
president, They all contained an appeal to the employees to cash in 
on their idens. Usually they exlained how a suggestion 1s handled 


from the tise it fe deposited in the suggestion box until its final 


@ieposition, For the most part the axnet procedure for computing 
awards was not explained, fmaphlets received from two of the nation's 
largest corporations » hovever, omlained in detail the oxect procedure 
for eotimeting awards. This te a very euftable mubject for explanation 
to nev exployees an? is quite probehly explained in considerable dew 
tail to thes at the time of their indoctrination period in the canpang, 
Besides the explanation of the various points of interest in 
the suggestion plan the corresponding pamphlete from four naval actie 
vities either contained mention of the cash avarde available or 
epecified the various avards that would be made. The following is an 
example from one such naval, activity (eval Sun factory, Vashington,?.C.)s 
"The amount of the avard shall be based on the anount of 


estimated annual savings for the first yoer of operation of 
the suggestion in eccordance with the following tables 


dA DGS 
#2 = 91000 £10 for gach $200 of eatinated savings 
vith « miniean of 720, for any edopted 
ON» 
$1000 = ¢20000 $50 for the first $2000 of estinated 
| sevingn end $23 for ench sf¢itional #1000 
of savings. 

#20000 « S1o0000 0275 for the firat 910000 of estimated 
gevinge ent 650 for each additions] M0000 
of savings. 

#100000 or more $725 for the firet G100000 of estimated 


savings and $100 for each additional 
#100000 of eavines.~ 


4 tepteal "Suggestion Route” ie shown in the folloving exeerpt 
from the Suggestion Syaten pamphlet from the *uget Sound Naval Shipe 
yard at Srenerton, Washington, The "route" io not quite eceurate ine 
agmueh ag award cheexe are now routed through the Sugcestion Comittee 
vho arrenges for presentation by some menber of managenent. 


LT cette eetoneeraantenitieticennste ettasnentstiisnsensetieetaiesiosneninbnntinte 


» Naval Gun Factory, Washington, D.C 
January 1, 1948, page %, _ ™ 
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2e The question of ideas the suggester desires te patent wes 
injected into the questionaire at this point. Payment of an eward 
does not prevent the Navy civilien ampleyee from applying for and 
obtaining a patent on his idea, It does however, clive the lSovernment 
the right te menufacture or to heve manufactured the suggestion or 
invention for Governsent use, Such arrangement leaves all commercial 
and foreign righta to the suggesater. 

To ite personne] in uniform the Navy Department has said in 


- 


- », “a - 
e Glepateh in Mey, 1946 requesting suggestiones 


Po 
4 


Do you think your iden inolwiea an invention, i 
atate 


Fou AS » 

¢3 early 

le “bat invention you claim, 

2. ‘hether you produced the invention in the performance 
of duty esaigned te you, and if eo, whether the assigne 
ment eaoecialiy required you te offect or devise new 


L& 


or improved regulta such as you claim to have invented, ote. 
"The Navy Department will initiate 1 further action neo 
easexy to asvure inventors ent the originator of benefielal 
suggestions of their rights and of authoriaed recognition 
or averis." 
Tt gheuld be reseubered that in offering ite services in 
hamdling detaile regarding an invention, this ie the only possible 
way the Vevy Departaent cen at present aseliet the personne] in uniform 
to realise any monetary reward for their idens,. 
The firat question asked of the various companies to detere 
mine their stand on this question was ag folleowst 
15. “hat de the procedure in your company in case an 
deaires to patent his sages ton or oust he watwe this 
right when he fe employed by your company? 
Seinwerth, in discussing this agoeet of the suggestion prow 
gram hes this to gay: 1 
*Sxperience indiestas thet the number of patentable ideas 
received through a suggestion plan is quite lew, ne large 
| on reports only one patentable idea out of every 
one roaearonei idess adopted, 
"Generally it is the practice in such cases to pay the 
» toggrester for company nee of the iden through the euggestion 
plan, too Gunemuthen den tein be pedaened ts tan bank Ge 
ment who maker a patent search free of charge, scenre a patent 
if the search proves thie can be done, and then work out a 
mutually satiafactory agreesent with the suggester for patent 
exmloitation, sharing of royalties, ete." 
The policies on this quastion seems to vary quite redically, 
Of these that engwered the question, twelve companies reported the 
employees must waive his righte to patent. One compeny giver o minie 
wan award of $50 if the company makes a patent application, Another 
gives the suggeeter an additional 950 if the idea fe patented and 
aseigned te the company. Two othere enter the patent in the suggoster's 
name and pay hin a nominsl aun, Another reserves the right to patent 
the idea and if it does {t divides any income from it with the suggest 


OTs Five comanies said they would release the rights to patent an 


1. Seinwerth, p. 29 


idea where the company was not interested in patent application on 


| it. Four companies stated they had not eneountered such cases. Six 
stated the employee could patent his idea at his own expense, One 


company stated in its answer "Very little of this", 

2 The next question was to determine how much the company helped 
_ the employee in case it allowed him to patent his idea, The question was? 
16, If company rules allow him to patent his idea is the 


employee given any assistance by yvur legal department to 
insure protection of his interests? 


Sixteen companies answered in the affirmative, eight in the negative, 


| and twelve made no answer to the question. The Navy appears more 


liberal in this respect than most of the companies surveyed in pro= 


| viding legal assistance te its personnel upon submission of a suggestion 
that has patentable possibilities, Suggestions from civilian employees 
that might not be eligible for awards may be ref@rred by the Beneficial 
Suggestion Board to the Judge Advocate General for determination cf 
the propriety of filing application for letters patent in the name of 
the employees. 
Ix, The next criterion is "F 


the importance of this essential requisdte. In discussing the Navy=wide 
usage of suggestions the statement is made in its suggestion instruce 

tions: Every suggester who has an idea adopted looks forward to seeing 

it in use. One maval activity (Naval Training Center, Great Lakes, Illinois) 
has a follow-up form to expedite the installation of the suggestion, 

It contains a short description of the suggestion at the beginning of the 
form, and informs the responsible person that the "Commander on ape 
proved the above suggestion and authorized an award for the suggester", 

It further requests that "the necessary work order be issued for the ace 
complishnent of the suggestion. In the event any obstacle 


arises to prevent or delay the carrying out of the suggestion, it | 
ie yequested that this caomittes be informed." The Chairmen of the 
Suggestion Committee aigns the letter, 

The @mplovee who subnits « suggestion to prevent meafe pratte 
feae or eliminste haseardows conditione at the Forfolk "aval Shipyard 
is likely to nee bis @dea in operation very quickly. “4t Norfolk 
special envelopes for safety suggestions are avaliable at each suge 
gestion bor, A suggestion coee to the Tefety Saparintentent for ime 
ventigetion end appraisal snd recommendation, Ir 1t seene to have 
morit 4% te sent without delay te the engnizant Desartment Heed via 
the Industrial “eletions Officer, If the Department Neat dose not 
conelder the euggestion nececsary, he returne it to the industrial 
Relations Offieer with necessary comments; ond he in turn Investigates 
the suggestion and eanfere with the Shipyard Coamender aa to the action 
to be taken, If the Departrent Head agrees with the suggestion but 
cannot secomplish the necesrery work within a week, he sust notify 
the Sefety Supertatendent and fernieh an estimated completion BAL 
it is up to the Safety Superintendent thereafter to inform the Suge 
geetion Comatttee when the suggestion has been plesed in effect and 
give an appraise) of ite velue to the Shipyard Commander. 

No questions were included in the questionnaire on this 
eubfect, 

Xe The next oritertoan eoncerne the vary obvious necessity for 
advertising the guggestion plan. It is stated ae follows: "Qomiugt 


in extensive etvertising progren {2 absolutely essential to 
ony suggestion progran, The survey of the literature on thie subject 
revealed some vary ingenieur sothods used @uring and since the war, 


EEE 
Se 


A colebrated advertising campaign that had all the fanfare and suse 
pense that accompanied the recent presentation of the new Ford autee 
mobile wes the celebrated RCA "Seat the Promise Plan", The masmeth 
edvertising progres that leunche’d the len, ecowpled with euch practe 
ices as training spotlights on the suggestion bores throughout the 
plant, kept the employees vividly aware of the plea for suggestions. 
Cnviable prises such es free sll-exvenses-paid trios to New York, 
were anong the awards mede, 
A more recent technique is described br BF, C, Marmaduke, 
As edministrator of the Illinois Central Railroad's Suggestion Plan 
he states they have 
"introduced a quis show plan amoung our employees, having 
them meet during the evening houre with their fantiies and 
friends, We entertain thes, hand ovt eilver dolirs, tell 
the employees! wives they are valuable because they can 
urge their hushends to participate, This encdurages the 
wives to sar: 
‘Don't come home popping off about how smart you ara, 
what you would do if you vere bogs, Put in a 
and bring home 5100 like F121 Jones did, We need a new 
ratio’, 
Mr, Marmaduke gave that the Tllinois Centrel'e president alao takes 
tine to sign a letter to every awart winner.” 
The verfous neval activities ere given sugrestions for promote 
ing their own suggestion programs. These come from the administrator 
of the Beneficial Suggestion Program in the ‘avy Department's Office 
of Industrial Pelations, It is then up to the di@ferent activites to 
carry on their own separate orenotional echames, The Office of Inde 


ustrie] Relations in Washington ecte as an exchange center for unique 


1. Mermeduke, H,C., "The Tllinois wig Suggestion Syaten", AMA Pro- 
Suchion Jeriee lea dloy Pe Ihe 


2. Ibid, ps 25 


ideas, posters, ete,, so that all nevel sectivities may be apprised 

of new dovelomments in "plugging" the program thet has proved effective. 
1. The questions directed at the various companies were intended 

te covér thie important factor es thoroughly as possible, The first 

of these vas ss follows: 


12, The presentation of awarde fn some companies ie an 
occasion for an iepressive ceremony designed te make the 


suggesters foe] thelr importance to the Pe oe 
your company doeg thie, how ie it accomplished 


Pictures and write-ups in company reper 

Steries in local papere. es ; 

Use of public addrase ayster to broadcast mene 
ceremonies throughont the plen 

OffMtetal of company presente awards (if done, please 
state title of official) 

Item on lotal radio news brosdessts______ 


The award is usually the ultimate gos] of the ensloyee who 
subaite a suggestion, Thea MASS book “Suggestion Systeme" hae thie 


to say concerning their presentations 


"It ie wies te make ee much of a ceremony of ite presentetion 
ae local eireumstanees wil) permit. The larger avards cere 
tainly should be presented with as «uch ceremony and @ignity 
ae possible, Extra large averde are weually presented with 
due comp and efrecumetanee with the ald of the biggest "brass 
hat" evailable for the purpese, Sven emeller avards can 
be preeented on a departmental basis by « general foreman or 
high supervisor, Txaet details of such cermontes ean 
gasily be worked out, and they give the suggester the sate 
fefeetion of receiving the persons) » public recognition whieh 
means go much to ell of us," 


The reanlta of the oresent survey beer out the policies enune 
eiated? in the foregoing quotation, In prectieslly every case it is 


the foresen or axployee's imaediate superior that makes the award 
although the company's top management officials are present at the 
ceremony, Some companies reported presentation by the President, 


1, National Assoctation of Suggestion Systems, Sugeestion Syetema, pe 48 


51 


Executive Vice President, ete,, in the case of usuaually large averds. 
In any case no matter who makes the actual presentation it was the 
general practice of the companies surveyed to have the employees 
immediate supervisor on hand at the presentation, 

Seinwerth advises against the policy of "allowing the immediate 
supervisor to present only the small awards and the higher executives 
all of the larger awards."+ He states thats 

"It is desirable for top management to be present at award 

ceremonies when the size of the awards is outstanding but 
this does not necessarily mean that top management should 
maxe the actual presentations, Give this pleasant assignment 
to the suggester's own boss, It makes the boss fee] that he 
is an integral part of the suggestion plan, It gives him 


another opportunity for pleasent, constructive contacts with 
his employees", 


"The promotional advantages of award presentations are quite 

definite, If an employee is presented with en award in his 

department by his boss with the supervisor or general manager 

looking on, you can be sure that this news goes through the 

company by grapevine in a hurry, It's just another way of 

stimlating creative thinking and more suggestions,"2 

In their book "Personnel Management" the authors reiterate Seinwerth's 
statement on this promotional aspect. They say in regard to accounts of 
such presentations in the company papers, on bulletin boards, and else~ 
wheres 


"The publication of the names of persons who have mde suggestions 
is flattering to the individuals and gives favorable publicity 
to the suggestion program."3 

This opportunity is exploited by practically every company surveyed 
through the use of their company papers. Many of them carry pictures 


of the award winners alone with the aceounts, Twoethirds of them also 


reported giving added publicity by stories passed on to local pepers. 


3, Scott, Walter Dill, Robert C, raeeeey , Stanley B, Mathewson, William 
R. Spriegel, Personnel Manacoment, McGrew Hill Book Co., Inc., 
1941, De 389, 


A fow of the companies stated the fdea must be an umusuely good 

one before authorisation was siven to page it on to the local newse 
papers, One company posts pletures of ite svard winners on ite bulle~ 
tin hoards, one compeny reported using loea) radio news breadesaste, 
No company reported using the public edtrese system. 

The matter of giving publicity to sugrestera’ ideus has ite 
opponents, however, Kerl F. “estermann in Personne] Review, 1942, 
has thie te aay on the aubjacts 

Advocater of oublietty eay 

‘Publish the ffdens, They help others to think, ané ae f 
moagure publieity avoids duplication.’ Opponents 

wrangling will develop for participants wil dake eons 

thine Ma ites ts es ot thay legen Py paeapane 
The propsnenta of publicity, however, far outnumber ite opponents. 

Ae regerde the Navy's policy conerning the presentation of 
avaerie ite only atatemont in its instructions for sdeinistration of 
the Suggestion Syetess ts the recommendation thet "suggestion evans 
be sresented with corenony vbere practicable and 
navel shipyard contacted during the present aurvey reports thet 
averde of {100 or nore are presented by the Shipyant Commander, 

2. ‘The noxt question was aimed at getting the reaction of the 
various ¢oxpanies to the use of such promotional media as were out- 
lined in the previous question, 4s presented inthe questionnaire it 
reed § 


13. De you feel that auch publicity (in company papers, local 
papers, local redio news breadearts an? presentation by 
important company officials) is a necessary edjunct to on 
already hollthy sugcestion pregran with a recor of prompt 
wei fale headline of suggestions? 


i. Yeatermann, Sarl P., “Suggestions from Workers", Personne) Jourpals 
vetisle, pp. 3Ma372, April, 1943 


Pighty percent of the companies eurveyed 414 feel it war quite 
nodencary., A fow canpenies, however, aeven to be exact, did not feel 
this promotfanal factor of gront tmportanes. It is interesting that 
the everage age of the sugrention plen in the Intter seven eompenios 
ig slightly over oix years. 

The Navy Departrent Becefieial fxr rastion Poort makes ontes 
stondios sugrestsorjarvat) stile to leading trate Journals, It euch 
inatonces the nemor of the suggester, the activity ent the Navy Suge 
gection Prorren are mentioned. The sumgertor receives 4treotly fron 
the published the regular “Space rate” payment for published suggege 
tions, \ 

3. In the Mnal question it wae desired te see if the various 
econpaniog also use this medium for civing their sugzesters and thedr 
Sugeestion Program added wablicity, The question asked waat 

lA, Boos your Suggest’on Committee, or other ageney 

added mbhieity to surrvestera by — copoeteday We yr] ow 

wable ideas aveileble to trate Journala? 
Lens than a third of the cornpenies publicize their evcgasters’ ideas 
in trade journalea, One of these qualified ite affirmative enewer to 
the question with “except when the suggestion invelves trede secrete", 
XZ, ‘The lest four on the lst of criteria were not covered by 
any yelorences in the questionneire. The férat of thee ist _Socurmp 
Thia seems to be a 
very obvious requisite, Without his backing the program is doomed 
to failure, He heads the tem management to which reference is nade 
in the following quotation from a speech by a eucceseful sugeestion 
nlen sdministrater:t 


1. Pack, SC. J,, “Operation Suggestion Plan at Steel Service Company*, 
DAIS cushy VeIs3, peS2. 


"Top management is vitel in creating an effective Suggestion 
Plan, Ite enthusiastic and outCepoken backing is easential, 
but the conerete benefits brought about by euch « phen smst 
be evident in order to retain its interest ané cooperation, 
Without cooperation of top management and the euperviséry 
group you might es vel) close up shopt" 
Outetanding exemples of suggestion pregrans flouriahing vith the come 
plete beeking of the company presidente are those of the Tliineis 
Contra] Sadlroad and United Air Lines, Goneerning the [llinote Cone 
tral’s program ite president states: 

Ye believe that wo have a better radlroad since we have had 

an employee wigvestion eyeter and have taken into oomsiderse | 

tion the views of our employees in ites conduct and operation & 
wi, Ay Patterson, president of United Air Lines, ie enother amrient | 
booster of the Suggestion Flan, He comments as follows: 

imdted Air Lineslong before the wer recomnised the fact that 

the worker, because be if ao close to the problems of his 

averyday Gask, is often in an execllent rosition to advance 
feprevenents Lf given an outlet far hia ideas, The war haa 
tended to muke this point inereasingly evident.” 

The Kawy hae the complete backing of the Seeretary of the Navy 
amt high Bavy Separtment officials {n ite Seneficial “ugeention pro- 
gram, {videnes of the impertance it attaches to the program ia the 
Aesignetion to the Chairaanship of the Navy Dept, Peneficial Suggestion 
Beard of the Under Seeretary of the Navy, 
zit, 
Loree" is the second of these last four essentials, The Navy expare 
fences difficulty in thie regard just as de the eommercial enterprises. 


4 gontinucus edueations] program {1 necessary to convince the supere 


visors thet the suggestion procream ean be of iomenae value to them, | 


One company dees this in the folleving manners 


1. Group meetings mall enough to bring out disenestion and 
camneanta, and 
2e Individual "tall sessions" with gupervisers, which require 
a lot of tine tet which are beneficial", 
One attitude thet suet be digpelled in the edueations) progran is 
the feeling on the part of many supervisors that eucrestions from 
man im thelr desartment sare a reflection om them and indicate they 
heve overlooked fters for imorovenent. The supervisera should Instead 


be fapressed with the fact thet the number of qual{fty suggestions fren 


55 


« group te a definite comoliment to that partionlear superviser, ‘nother 


point to be stresaed is thet the surervisers ere key men in the proanoe 
tion of the plan and they can help gel] the efneerity of the ecmany's 
intention wore effectively thar anyone elae, The ability to encourage 
others to think fs one of the nost important measures of gupervisory 
value» 


ie the thirteenth requirement, This suet be left to the persons in 

euthority upon whom the responeibtility for choosing the migrestion pian 
edministrator devolves, This individual must, first of all, be a firm 
believer in the value of the enggestion plan, He must be conselous of 


the importenes of the individual and appreciate that hondling an ome 
ployee's fides ie a pergona] trust. He must be forever avare of the 
faet that 


“A sueceseful Suerestion System capitalises on tw inherent 
peyehie driven of all individuals, The first of there is 
the desire for meatery, the second ie the feeling of selffe 

om, It etreseer perponal recogmition, It never 
forgets thet no matter how important an idea mney be, the 
person behind the idea fa more important."2 


ne os ¢ ree ci "Operation Suggestion Flan at Steel Services Company", 


vervee ig-raeey ke is ® rir pa 


Petle 


EEE 


tIV, The lant of the eriteria is te "Pattern th 


of Inetel ling a suggestion plan fn eny company, outlines three possible 
avenues, The first of these 1s te hire « consulting expsrt to develop 
& plan eapecially adapted to the company's own eituetion and neods 
after carefliy studying conditions within the organization. The sea~ 
end method would involve buying a realyenade plon based on generally 
scoepted prinoiples, mt he points out that 


"its major weakness ie that it is not taileresd sufficiently 
to fit the tndividnal inetellation." 


*“Cyery plan must bea 'talloreande’ to fit the local conditions 
of each company, For this reason there are definite edvane 
tages in developing and inetelling your ow plan," 


Another authority who is of the sexe opinion regarding the necessity 
fer the custom-bullt plan is Montgomery 8, Sudd of the Hereules Powe 
der Conpeny, Speaking of the suggestion eystens in the 20 Hercules 
plents be stated: 
"A plan that fa good in one plant ie not necessarily good in 
another, We had had informal sugrestion systexs in some of 
our plante, but in auguenting the War Production Drive v ‘yl 
ri, ie yall re igri te Bly online Mpeg ti Big 


individual plente instead of just dusting off the ayeten thet 
was in operation." 


1, Seinwerth, Norman W., Settiy 


2. "Making Suggestion Syetees Work: A Panel", 
pege 13. 


From the remlts obtained in the present survey it may be 
inferred that ae regards the fourteen eecentials that have heen used 
ag @ beeie Sor comparing the Yavy's Beneficial Suegeetion Program with 
those of the companies ineluded in the survey, the Navy's progran come 
pares, for the mest part, quite favorably, The exshaste it pleces 
on fetrnese axi justice to the auggester t¢ at least on a par with 
most compenioe and definitely superior to othera, 

In the satter of award paymenta the minimen avard the Novy 
allows fe equel to or higher than 79% of the companies eurveyed. For 
these sugrestione resulting in fairly large savings, however, the 
Navy's gonerosity euffers somewhat try comperison with a number of the 
companies who pay on the bestia of 10% of the first yoar's savings 
with no mextoum award, Itd policy of a graduated award with no maxe 
imum allows o higher sward, however, than 41% of tho companies 
coverad in thepresent aurvey, ne writer hae made the following obe 
sefvation | 

Most companies feel the wolle of worker's imagination won't 

gush unless properly primed. If payments are too large, 

however, there te dancer that exployees wil! spend ty time 
sitting aretmd thinking up prise-winning eugeestiona. 
The Yave's award plan is conservatively goared to preclude any denger 
to ite suggestion program from this latter source, 


The average adoption rate for the year 1947 was higher than 
the average of the 41 companies surveyed, 


Ay prhehy Pony SPerteere sus. Shs Help Itek the fixie", Zectory 
ti Epa eM MTP 70100312, pel, Coy Ide 


The average avard payment wae aleo much higher than the avere 
age paid by the companies, The Javy's average alac greatly exessded 
the usuel BASS anual survey everage of approximately (22. If we 
wee thie yeavletiek to meagure the quality of toe suggestions upon 
which awarde were pedd, those adopted by the Navy vero definitely aupe 
erior to those of the companies eurveyed in thie respect, 

The Newy'a participation rate is extremely lov in comparison 
with the semple of industry covered in thie survey, It compares une 
favorably eleo with the ugunl 455 survey Tigaures. Thies is not due 
to any unusual deoreage incident to the ending of the reeent hostilij~ 
¢t1ea, Ae a matter of fact the participation figure was higher in 
1947 in the Mevy then in eny of the three previous years, It alnost 
doubled the 1646 fimere, Of course many of the Savy's civilian 


oyser perfora what amount to the taske performed by "neidLied® > 
2 in many commercial firma, 


there ie also an extrenely lerge number of clerical workers in the Nevy's 


employ. Their jobs are routine and etanderdiged, Ideas from thea 

are probably few and far peas eh Css fertile fields for suggestions 
however, are the Shipyards, Nevala“arine Corpse Air stations, and 
Naval, and verine Corpse Supply Depota, Thie is horne out. by the pore 
fodic reverts published by the Personnel Studies and Statistics Branch 
of the Office of Industrial Relations, The mafor sevings are being 
made by the fleld activities unier the cognizance of either the 

Bureau. of Ships (Shipyards) Suree of Aeronautics and the Bureau of 
Supplies and Accounts. 

The Nevy's pullicity orogrem appears te provide for adequate 
nadia to carry on this important aspect of the Suggestion Plan. Mush 
dependa hovever on the amount of energy and "oush" epplied to maintain 
the enthugleam of the employees at a high level, Im the periodic ree 
porte reviewed in connection with this study, some of the naval actie 


vities ovince great intorset in the program while others apparently 
subett wory few enggestions, Such eonditiona naturally lower the 
average participation figure to a considerable degroe, Without ene 
thusiastic euppert on the part of the management rersennel repponsie 
ble for the program in each naval activity the auggestion program can 
not retain ite effectiveness, Skilfully used {t can be a powerful 
tool in the hands of alert management. If properly handled 4¢ will 
not only pay for iteelf in reduced cost and increased production 

but is aleo a powerful influence in taproving lnborsmanagement relae 
LLORB » 

& review of the conclusions presented in the Parreleiirminge 
hea survey may be of Sutiaetieh th the ortenthatiie of empleyoe' 
enthusiasm, (> ute Jt will be remembered they eatated that "Come 
panies thet want to taprove the effectiveness of their euggestion 
progrems shovld stimulete employee participation ac as to receive 
nore and betier suggestions.” They continued their contluslens by 
listing four major relationships which exist between the avard pelle 
eles ond the effectiveness of the suggestion plans, They are: 

"). The granting of low minimaws awards, semetines called tcken 

awards @uch ae some companies rege for safety suggestions, 
tends to increase the totel musber of suggestions received, 


2. The granting of even an cecasional high award also tends 
to increase the number of suggestions received, 


3. i9 the wumber of euggeations received increases the aceape 
tanes rate tends te increase, (Part of the increase in the 
rate of acceptance rate may be attribated to the granting 
of token miniaum awards 


de Ae tho mamber of suggestions received inereases the average 
awerd tende to decline, (Part of the decline aay be 
attiricuted to the granting of token averts hy conpanies 
receiving ® lerge number of suggsstions,)* 
The first, third an? fourth of these points will be considered 
in thet onler, The offering of token avarde lower then the $210 minimum 


now get might attract more suggestions in setivities where the progran 
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appears dormant at present, 

Ag for inerenming the seeoptance rate the lavy's percentage 
of adoptions appears ample, The problem ie to raise the mmber of 
suggestions received. | | 

ven though the average award deoas tend to decline as the num 
ber of eugrestions reeaived increases, the Nevy's average award can 
still stand a consider: ble drop before it evan approaches thet of the 
avewage of the companies surveyed or those included in the KASS 
amnual surveys, The quality of eugeestions edopted would conosivably 
degline, however, ag the average averd hecaso lover, 

Rere ig whore the "tailoring" referred to in our final erie 
teria oust be applied, If it is desired to maintain the quality of 
@uggeetions at ite nmresent high etandard 11 appears the higher partie 
elpation rate will heve te be seorifieed, If, on the other hand, 
the participation rate ia to be raised the quality of the present 
sucgestions will be diluted br a large rumber of these that warrant 
only token avards, In this regard, however, the folloving is quoted 
fron “Suggestion syatena" 

"tatiation » « « compiled over a mumber of years « os « 

show that the company receiving one suggestion per employee 
per year hee every cause te fee) well. setiefied. 

ies for the percentage of euggeationa edepted . « » If atope 
tions equal er exceed 10%, however, of the total number of 
suggestions received, it would seem thet a regeenebly got 
job is being donag if they run 15 or 25 percent or even more, 
so much the better". 

what shout the peraome] in wiform? How euch more effective 
could the program be with their participation on an equal basie with 
ihe civilian employes? The matter of extending the cash avards to the 


i. BASS, "“Qusegakion ovetemas p.dd 


wilitery personnel hovever, vill heve te be the eubfect of future 
legislation, ‘o hue been estete4 In the preceding Siiveliniaians many of 
the oxmperieoneed Suggestion Plan sdnininteutins fool thet evervene in 
the organisation should be Included in the program with the exception 
of executives and » few others. No lew extate at present to euthorise 
eash payments 6 the people in uniform. The Army, “evy and Air Fores 
will heve to petition Congress in a joint till te effect the neces 
vary legisletion., Representatives of the throes branches of the Sere 
vice have conferred to seek a meang for devising a suitable cash 
award syaten far the sergonne) ‘atta Se Tar ag is imown, however, 
no legislative proposals ovelved from these conferences. 

Ae Seinverth hag pointed out! and ns the coments fron the 
questionnaires in thie present survey have indicated, the number of 
patentable suggestions thet are submitted are virtually fl, Thie 
aspect of the program can practioally be disregerted when comparing 
the pes@ible Minanctajretum te the personnel in unifors from this 
souree with the definite eash award now avallable to the civilian 
employes, In the erring of 1946 some faresighted individuals of the 
Navy Department realised the possibilities of the value of ‘the many 
eutrestions that might be fortheoming by tapping the vagt storehouse 
of experience of the officers ant enlieted personnel as a result of 
vnowledge gained during A’ 4gubsequent to the recent war. It was reale 
ised that no cash awards cowld be paid when the appeal var made for 
subaieeston of suggestions, Of course {t may be contended that offie 
cars are only porforning their normal duties when they introduce or 
suggest methods for isproving any fob in the Mavy, whether ashore or 


per? 


efleat, Tt io diffieult to eee the Justice, however, in 4 progrom 
where efvytiian and enlisted personnel are working in the sano office 
at gome shore setivity doing sainiler wie en? the eivilden can receive 
@ oneh award for a suggeetion while the enlieted man can hope for noe 
thing sore than a commendatory Ictter, 

"xcept for Liberality in the higher avards levels, thdfedmess 
and Juptioe of the Bevy progran toward the eivilien employes leaves 
little to be desired, The personnel in uniform should be afforded eqe 
ual eppertunity to share in the monetary averd anthorised for the 
civilian exployee. 

In thie connection Seinwerth hac exoresaed hie views on the 
matter of eligibility more preciaely than any other encomtered ia 
thie study, Me statea:? 


"MMefteally, a suggestion program attempts to regard people for 
contributions beyond theme they might neually be expected te 
mnke, We ghould try to extablich the eligibility rules that 
will best realine this objective, Usually an eligibility 
schedule may be compared to a pyramid: « broad bass at the 
bottom « the acieaupervisory level « where elaost any sige 
gestion to outside the normal area of the job « tanering upe 
ward to the technical and rags Joba, where certain 
suggestions for tuprovement may be expected. {nd go on te 


the hid vhere, of course, no awards will be gives because of 
the broad sphere of activity covered by top menaresent ." 

Some of the practices at different naval activitios that came 
to light during this atudy are niet in keeping, however, with the 
genera] practicos in the various industries, The matter of hourly 
labor rates used for computing gavings on wiich to base awenda does 
not appear favorable to the workere from whom it appears the majority 
of the present suggestions are coming, There may be some very sound 
reasons for this practice of wiich the writer hag no knowledge, but 
on the surface it does appear such rearons might be worthy of roview, 


de Sotpeeeth, Tose es Prag eho ag Pm re Personnel 


Although the general practice of most of the naval activie 
ties ie not know it is apparent fron communications received fron 
gome of those contacted during this eurvey that the sentor of fleer 
at the activity sakes the presentation of some of the awards, In one 
activity these euet be 0100 or greater to warrant presentation by the 
senior officer. These cases mey te isolated ones, tut if not and 
euch practice in fairly general, it ie in contravention to the practe 
ices of the uafority of companies covered fm this aurvey. (see page 51). 
It would be interesting to see if onthusiaen for the suggestion proe 
pram fo inereased over a period of years after aljaval activitiea 
heve brought the sugeester's euperviser or forexen inte the avard pree 
sentation picture, He should be the one to meke the presentation with 
the top management officials civing the occasion the stamp of impome 
tance by thed: attendance, 

The payment of avarde te the suggester before the ides ie 
actually put into opefation is practiced by some maval activities, 

No reference to this question could be found in the Bawy Departmost 
inetruetions concerning the suggestion program, The importance to 
the snggester of seeing his ides in operstion has bean Giscussed in 
the preesding pager, Thia may be another cage where it has preved 
that 4% is wiser to pay the mgeeeter and expect the inctallation 

of the fdea within a reasonable tine rather then to deley payment 

t@ the euggestey, The coneral practice In commercial concerns, 
however, is to pay thehwarts after the suggestion is in operation. 
Thie was indicated both fin review of the literature and In statements 


from the questionnaire, 


The personal contact {9 considered a vital neosseslty in 
neany of the cormercial sugzestion programs, This i afforded both 
in making ecknowledgements and in easing the dispppointment to the 
suggester if his idea is turned dow, Although it 1s realised 
it is not desiratle to hnve too many directives in sdministering 
the suggestion program, ra de eeen to bo ubseing wm eneatlent epneee 
tunity for improving -our overel] industrial relations program by 
not requiring personal contact incident to both of there oceasions, 
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APPENDIX 


1. Letter of transmittal that accompanied 
the questionnaire, 


2e Questionnaire, 


NORTHWESTERN UNIVE 
Department of Naval 


<er ~ i Dee a0 oa 
Evanston, Hlinois 


Jun ly 1948 


The Navy is interested in comparing its 
own Susexesticoa System for its civilian em- 
Ployees with those of prominent corporations 
end comnanies operatin: successful systems. 

As @ special assicnment for the Navy as part 
of a graduate trainins program at Norirucstern 
Cavers Cy. 2 “Sr Boucle tan. this survey, 


To assist in makin: this evaluetion I 
am enclosing herewith a list of questions. 
Meny. oi these ma, be answered by checkins 
Hest! er “noi, - Otters: recuire- brie: remarks, 
fF want to éssure you thet the data nrovided 
Will ‘be kept ‘strictly confidential and only 
the tabuleted results of all companies will be 
révealed.. Ne su.a,Guy nemes or means of iden- 
tifying them will be included in the survey 
rerort. The Nuwyts. syste. le Cempereatively 
new énd the déta you submit will be extremely 
useful in evaluatin,, the erfectiveness of our 
Su. e€stion pro ram. 


Two copieseef the auestions are enclosed, 
The Seco tional one tae for {our tiles should 
you desire it. Will you. rlease. fill in one ‘copy 
and return it in the enclosed self-addressed 
envelove? Your cooperation will be creatly 
arpreciated. 


Sincerely yours, 


lee Boe bini, 
Commnencer,U. SS. Nevy 


Information in this questionnaire is desired for the latest 
12-month veriod on which you have the desired information. 


Ri of company 


02 
e 


in the ecknowled enent? Yes No 


ture OF pee ne Sa 


i C Bien shila . 


On” heve vou a e aun ree on system? 


ee ee ee ee ee ee 


© list the results achieved by your su_:estion system 
herloag, covered by this, report: 


Yunber of employees 

Wu ber of succestions received LR 
Percent of sug estions adopted =~ 
ee WoT Mee en. Mee rae (Me TE oy et. ik ane ae 
Estimated monetary sevings aS result. 


of su-cestions edopted_ ¢ 


Does your company make 6 specieél effort to keep personnel 

informed at all times of the kinds of su. estions desired 

and the specific problems on which management seeks help? 
Yes No 


If .the answer to 2 is "yes", how Goes your company accomplish 

it? Bulletin boara notices _ 
Compaiy periodicals | 
Other means _ 


~~ ee 


(eo meee see eet ee ee 


HSER ES meme Come ee ee eee ee 


a 


a sa 


The Nevy refers to the _roup who adopts or rejects sug estions 
as its "Su_cestion Committee". Fow. often does the corresponding 
group in your company convene to consider sug_estions? 


Do you consider frequent meetings of this committee to expedite 
action on suggestions én important fector in a successful sug- 
gestion proszram? Yes NG ace! 


How about acknowledcements? Does the menegement personnel 
responsible for administering your sug _estion program consider 
it important to be prompt in acknowled_in. suggestions? 

Yes No 


If you have answered "yes" in 6, what is considered in your 
comnany €s a suiteble time limit for such acknowled_ement? 
How does your comseny accomplish it? 


ae ee eee coer me ome eee —- 


CMe er a ae eee en ne He re ee ee eer ee 


een ee 


In case it is an-arent the su_cestion will require considerable 


= 


time for evaluation énd processin:, is the sug_ester so informed 


Do you have any data on the epproximete length of time required - 
your company for disposition of suzzestions after receipt? - Jif 
so, whet have you found this to be?_ 


m0, What procedure has your comrany for informin, a4 sucester whose 
identity is known thet his sug_estion has been rejected? 
Letter _ Personal contact me 
Letter and personal contect 
Posted on bulletin bosera 
Other means Eel 


EE Se Ce EE iran ap caety nanan Ebenye-eeeenensee 


11. Do you provide assistence to potential suggesters who have 
difficulty in "Duttins their ideas on paper"? Yes a 


If so, how is this done? 
‘ — 
ae ee OC SCE AAS Onan rete rstberitettigaiesteisee-wreonp 


12. Tie presentetion of awards in some comnanies is an occésion for 
én impressive ceremony designed to make the Sugcesters feel 
their imnortence to the Company. If your company does this, 
how is it accomplished? 


LLL RY SSS ee etneee 


Pictures end write-urs in comrany peper 
Stories in locsel navers 
Use of public eddtress system to brosdcast awerd 
ceremonies throu_hout plent | 
Official of com, any nresents awards (if done, please state 
title of official) _ 
Item on local radio news broadcasts | 
Ot..er means _ 


tee 


eee ere ere ee 


od 


ween 


13. Do you feel that such publicity and presentation of awards by 
important comrany officials are necesseér, adjuncts to an al- 
reedy‘yhealthy suggestion Drogram with a record of prompt and 


fair handling of suggestions? TeS Ne 


/ 
14. Does your Su, estion Committee, or other @ency, ive added 
publicity to suz-esters by makin especially valueble ideas 
available to trade fournals? Yes aT ie 


i i j desires 
What is the procedure in your comnany in case en employee 

etc petent his suggestion, or must he weive this right when he 
is emrloyed by your comreny? a3 


ee ee ee 


16. If company rules allow him to patent his idea is he ~iven any 
assistance by your leceéel department to insure protection of his 
interests? Yes No 


17. What is the minimum eward your company pays for accepted sugses- 
tions? 


—s ee 


18. If you have a maximum rlease stete whet it is. 


10 


Lon 


2 


Ran 


oth 


1 


Tic Nevy kes four C.flerent;levels for vaynent of ewards for 
the annual seévin.s indicated below. Wi..t does your company 
pay for the followin: ennual sevings? 


$1 to $1000 (net or jross -- cross out one) 


#2000 to $10000 (net or gross) 


#10000 to 4100000 (net or j:ross) 


ete ane ee eee 


(LOO000 or over (net or gross) 


Tre Nevy uses a fixed hourly rete for labor cost in computing 

annual savings. If your comnany makes awerds on-basis of annual 
Savings what system does it have for determining labor rates to 
use in estimeting annual sevings? 


= 


Ce ee et ae ee ee ee ee ee ee ee 


If you used a fixed hourly lebor cost per man-hour for estimat- 
mie Ssavines durincs period covered b) this report, wheat hourly 
rate was used? 


if the fizure civen in answer to 21 varies from one period to 
the next whet is the basis for its use? Rise in labor costs 
Other reason(s) __ 


eel 


ee eee ee ics cae nee a ae 


f your company makes awards on the basis of contemrlated sévings 
Sie first year, does: your su_gestion committee make periodic f 
reviews of adopted susrestions to compere ectual savin es with 
estimated savinis on which initial awéerd was based with the 
object of increasin,, the award if original estimate.was too 
low? be eis Sele 


Does your sugsestion committee vnass on to other activities of 
your company su_cestions thet micht be valuable in its other 
Preuches’, Yes. No 


If the answer to 24 is “"*yes", does additional use at other than 
Pie Gricinetinz activity qualify the su..,ester for payment of 
Beer beone! awerds?. Yes. Ne... 


Is a company executive who makes é jreat money-savin, suggestion 
rewarded in the. same manner as any other company employee? 
wee No. If not, what sort of recognition is he iver? 


eee see 


In eddition to monetary award or merchandise prize, do you vive 
any type of medal, pin, lapel button, certificate or similar 
award? Yes . No Piesss stete what is given? _ 


Qs 


1. 


3h. 


336 


If you Leve a time limit between date of receipt of a su,..estion 
and the date by which it must be adopted RO qualify £02" en awerd 
please state limit your company uses. 


In case you have stated a time Limit in answer to 28, what do you 
do about sugcestions thet require experimental work or trial 
tests thet micht exceed this time limit? 


ar eee 


ee oe ee ee ee 


— 


Realizin: that determination as to whether or not 4 sug_estion 
falls within the “sorual resnonsibilities of his (the sugczester's 
job" Is ene of the most comrlexin., quéstions a suy,estion act= 
ivity must decide, does your committee make awards for sugces- 
tions thet represent a part of the normal requirements of the 
duties of the sugcester's position? Yes... Nee. 


if, @ ‘SUss6Stion. 15 rejected but the i066) 28 Jeter adopted, or 
put into effect, doés your sug cestian committee automatice lly 
recpen the oririnel su__estion for reconsideration with a view 
te rewarding the orivjinal sujgester?) Yee. No! 


If the answer to 31.is “yco", must a-proval of the award by the 
su-gestion committee be within the time limit specificed in 
28. abower’ Yess. Ne 


One of the vrrovisions of the Nevy': system £s to inform each 
sugrester,. of the Lineal, disrosibion of ris suc cestien even se 
he has meanwhile become senereted from the Nevy't« employ. 

T.is @lsoe tneludes neyment of awerds for secepted Su, estilons, 
Does your comrany he ve any such -rovision?  Yos. 9 ./No 


A large orvenizetion like the Nevy has at times experienced 
difficulty with’ su,. cestions not reachin,. the su-; = estion committee 
althoulh Sa ae Claim to heve submitted then. | Perhaps you 
have had the same difficulty. Wat have. you found to be the 

most effective means to insure \su _cestions wontti be “lost in 

the shurfile'7 


eee ee 


Tg ET SE ET NE EE ETNA SARS SES SESE 


Suprore G@ Su.gester feels his idea did not receive fair evalu 
ation, may the case be reopened for Tecomatderalton? Tee) Nowy 
iv gay sae 2S. 2 Gagne? 


oo 


—— ee ae 


Are any members of your or lanization specifically barred 
from perticipation in your employee suggestion program? 


Ss No 


a wu. Bove answered: "yoo" to 36, siease state tho is barred 
ena, ba’sic reason for.so doing. 


ee ce 


Re ete ne ee 


—— 


The Nevy "es @ prevacion for payment of awards to the estate 

ee. neirs of a sucgester who should’ die while. in its employ 

and whose sugcestion is adopted within the le.al time limit 

Srter submission. Dees your cumveny Leave’ eny suck srovision? 
h gahs No 


{ 


4 
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